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THE ABSTRACT
This research study had been initiated as a direct result o f my experience and reflections 
of supervising counsellors in different organisational contexts over a number of years. I 
have had an opportunity to reflect and write about this (Towler 1997, 1998, 2001).
This Grounded Theory study had set out answer the question -  ‘what happens in 
organisational supervision?’ with subsidiary questions related to the interrelatedness of 
influences o f all parties and its implications for practice. Twenty three supervisees and 
supervisors from different organisational settings were interviewed by unstructured in 
depth interviewing and focus groups. A further thirty people were consulted for 
theoretical sampling.
The tentative findings have uncovered a basic psychosocial process of supervisees and 
supervisors assimilating and acculturating in the flux and flow of the supervisory 
field, the result of the influence of the invisible client (the organisation). This process of 
‘assimilating and acculturating’ had been tempered by both supervisors and supervisees 
exercising ethical judgements in relation to the prevailing organisational culture. A yin- 
yang of wrestling with relational boundaries and valuing and feeling valued had 
characterised an often conflicting environment (the flux and flow of the supervisory 
field) as both parties engaged in and co-created a flexible space and relational focus 
for supervision to talce place.
My intention is that the study shall contribute to this under-researched area of practice 
and asserts that there is an emerging paradigm called ‘organisational supervision’ with 
distinct characteristics. Implications for practice focus on the need for all parties in the 
supervision to acknowledge and work with the influence of the invisible client of the 
organisation.
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CHAPTER 1 
THE INTRODUCTION: SETTING THE CONTEXT 
1,1: Introduction
"Research in supervision is the biggest joke in our profession.
There is no distinct body of knowledge to uncover."
Holloway (1995: xi)
This study is an invitation to share in the planning, execution and considered 
outcomes of having researched this 'big joke' called supervision. This introductory chapter 
seeks to set in context the different players and settings of the research study. It will 
briefly address a number of areas, each section containing a more detailed discussion:
1.2. My personal interest in the area of study and cuirent work practice
1.3. The development of the research questions
1.4. A definition of counselling supervision in organisational settings
1.5. The historical development of counselling supervision in organisational settings
1.6. The historical development of organisational counselling
1.7. The organisational context expressed as organisational dynamics and culture
1.8. A critique of the phenomena and practices of counselling and supervision
1.9. Conclusion
The phenomenon under scrutiny is the relationship between counselling supervisors and 
their counselling supervisees, specifically those who practice in organisational settings. 
The assertion of Holloway's colleague above highlights the relative marginalisation of the 
practice of clinical counselling supervision in organisations. It was only in the 1980's in
15
the United Kingdom that such a practice of supervision began to gain credibility as a 
distinct practice, and therefore to have a distinct knowledge base. She further comments;
"the influence of organizational variables on supervision has 
rarely been investigated or discussed in the professional literature".
(Holloway 1995: 98)
Whilst counselling and counselling supervision have been developing professions in 
organisations over the past fifty years, there is a paucity of literature on the subject. McLeod 
and Machin (1998: 326), writing about considerations of contextual factors for counsellors, 
state:
“It makes sense to consider not only the meaning of what 
happens in the counselling room, but also the actions of the 
counsellor and the client, as shaped and informed by both 
the client’s and the counsellor’s implicit awareness of a range 
of contextual factors.”
This poses important questions for those who supervise these counsellors’ work in 
helping them both identify and manage contextual influences. Thus, my main intention in 
creating this research study is to ask the question 'What happens in counselling 
supervision in organisational contexts?' As a result, I hope that the study will illuminate 
the phenomenon and add to the literature in this under reseaiched area.
As a practitioner I have experienced a considerable degree of elitism amongst counsellors, 
psychotherapists, psychologists, psychiatrists and clinical supervisors with regard to their 
craft. It is my intention through the study to give considerable significance to those who 
work, in my view, in an under-rated area of practice in organisational settings. There is a 
further attempt to validate the work of thousands of practitioners who work in this way.
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1.2: My personal interest in the area for research.
The motivation powering the research topic was to apply the rigour of research to my 
experience and its interpretation (tacit knowledge). Having used the 
counselling/psychotherapeutic frameworks of transactional analysis and psychoanalytic 
theory (formal theory) to make sense of that experience of supervision in organisations, I 
was very aware of my bias expressed in interpretations I had already made of my 
experience in this area of study (Towler 1999). I continued to be confronted by the 
phenomena in daily practice of organisational counselling and counselling supervision. In 
declaring this bias it was appropriate that I described my interpretations thus far. These 
are documented in the Development of the Research Questions paragraph 1.3. My chosen 
methodology within the quahtative paradigm was Grounded Theory (Glaser & Strauss 
1967) in which I wanted to be alert to the emergence of the possibility of substantive 
theory, and that the methods I had chosen, that is, in-depth interviewing, focus group and 
documentation study, demonstrated a triangulation of data collection sources. It is well to 
be reminded of the issue of validity in qualitative research as expressed by Patton (1990: 
14):
"In qualitative inquiry the researcher is the instrument. Validity in 
qualitative methods, therefore, hinges to a great extent on the skill, 
competence, and rigor of the person doing fieldwork."
Interestingly, the role of both counsellor and counselling supervisor is that of a researcher 
as they seek to enable others to discover often hidden truths and meanings to their 
experience. These two major roles form part of my current work as a self-employed 
private consultant.
I bring to the study a life time of working within and for organisations in a variety of roles 
pastor, teacher, chaplain, counsellor, chnical supervisor, organisational consultant, teacher 
and facilitator. In my current role as a private consultant I have focussed my work on the 
practice of counselling, supervising and teaching in organisational settings. It was fi*om 
both working within organisational settings, and writing about those experiences, which 
were instrumental in developing my research questions. The study also drew on the
17
practice of my inter-personal skills in interviewing, a process not unlike counselling and 
supervision, where the practitioner seeks to enable the 'client' to uncover meanings of 
their experience.
1.3: The Development of the Research Questions.
I developed the research questions from my direct experience of supervising counsellors 
in a number of organisational settings. I was perplexed about why counsellors of all 'ages 
and stages’ of development (Proctor. 1997: 356) often reported in supervision feeling de­
skilled, impotent and confused when working with their clients. My perplexity was 
deepened about why they would present these feelings in some situations and contexts 
and not in others. In addition, they too were puzzled at their reaction to certain client 
situations by acting unconsciously. "Why did I do that?" "Why did I respond in that 
way?" This was also my experience as a supervisor, often evidenced as a form of'parallel 
process' (Clarkson 1995, and Crandell & Allen 1982).
I figured that the counsellors were responding to phenomena emanating specifically from 
the organisational context(s) of their work. I reflected on how much of their perplexity 
was due to organisational influence. How much was due to intrapsychic and interpersonal 
factors? How much was I part of the influence?
I am also aware that when the supervisor is employed by an external organisation which 
has certain expectations of how the contract is delivered, this too may have its influence. 
Thus, how can I manage this influence as well as the others? What happens when any one 
or some of these contractual elements are in conflict?
My original thoughts were to focus the study specifically on the impact/influence of the 
organisation on the process of counselling supervision. This seemed to make an 
assumption that the organisation was directly influencing the process of supervision. In an 
endeavour to set aside that assumption, I wanted to allow the players in the supervisory 
process to relate what was happening to them. Could influences be identified? How did 
they arise? What was their influence?
18
Thus, the final focus for my research questions distilled into the following:
• What happens in the process of the counselling supervision of counsellors who work 
in organisational contexts?
• What is the dynamic relationship between the intra-psychic, inter-personal and 
organisational processes in counselling supervision?
• What implications might this have for both supervisors and supervisees in managing 
counselling supervision in organisational settings with more awareness and to greater 
effect?
The study will not seek to explain how what happens in organisational supervision 
influences the organisation, and thus how its sense of supervision is perceived.
To understand better the focus of my research I now turn to defining counselling 
supervision from the existing literature in the fields of counselling and psychotherapy. It 
is of note that most of these definitions are exclusively formulated from practitioners’ 
experience in working in private practice.
1.4: Defining Counselling Supervision.
Carroll (1996: 6) attests 'there is no agreed definition'. Inskipp and Proctor (1993: 1) 
proffer a practical working definition in their training manual for supervisors:
"A working alliance between a supervisor and a counsellor in which 
the counsellor can offer an account or recording of her work; reflect 
on it; receive feedback, and where appropriate guidance. The object 
of the alliance is to enable the counsellor to gain in ethical competence 
confidence and creativity so as to give the best possible service to her 
clients."
Gilbert & Evans (2000:1) define it as 'a process of engagement... when a 
psychotherapist or a supervisor consults with a more "seasoned" and experienced 
practitioner in the field to draw on their wisdom and expertise to enhance his practice'.
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Here they emphasise the necessity of the supervisor to be more experienced, and having 
distilled 'wisdom' from their experience of counselling or psychotherapy, than the 
practitioner they are supervising. Many definitions seek to pay attention to a combination 
of different elements including roles, functions, tasks, strategies, skills, process elements, 
styles, and conceptual theoretical underpinnings. The literature is extensive (Carroll 1996: 
10-11). The British Association for Counselling and Psychotherapy (BACP) view it as a 
tool for professional accountability and as an instrument of professional development. 
They state that, 'the primary purpose of supervision is to protect the best interests of the 
client' (1999: 2). The learning process is seen as a central feature of supervision. Again 
Gilbert & Evans (2000: 2) highlight the significant differences between 
counselling/psychotherapy and supervision:
"..the purposes and objectives of psychotherapy are as follows: to 
understand, change, resolve or alleviate conditions of suffering 
in the client and to promote self-knowledge and experience of
self in the wider context of the person's life  .................
 supervision includes specific learning goals for the supervisee;
the supervisor's role is to stimulate the integration of personal 
development, Imowledge and skills in the process of evaluating
the interaction between the supervisee and the client.................
the central importance of the working alliance is common to 
both these processes...."
Thus the supervisor needs:
® to have trained and have had sufficient experience in the discipline of counselling
Ô to have had the opportunity of studying and working with a wide variety of
counselling theories 
« to have had training in methods of one to one and group facilitation and
• be able to think and help others make decisions ethically.
Borders & Leddick (1987: 4) specifically spell out these roles as counsellor, teacher, 
consultant and researcher. Shipton’s (1997) book makes a valuable contribution to the
20
debate by inviting supervisors to be curious about how they can be more effective as 
supervisors. Edwards (1997:12) is instructive of the many contexts of counselling 
supervision. What is common to the variety of models of counselling supervision is their 
emphasis on the passing on of information and monitoring supervisees’ work. This is to 
ensure safety, efficacy and consistency as related to the supervisee, their clients and their 
organisational contexts. For trainees there is an important dimension of a supervisor 
acting as a monitor and controller of entrance to the profession.
In addition to the important functions outlined above MoUon (1997: 24) spells out a third 
function, ‘... the creation of a space for thinking (Moll on 1989)’, where the supervisor 
both holds a space for and encourages a process of reflection.
The development of counselling supervision (Carroll 1996) can be characterised by a 
progression from a form of supervision practised by Freud -  small groups in which Freud 
would teach, discuss and make a review of the students’ client work. From this emerged a 
distinction between ‘personal analysis’ and ‘supei*visory and control analysis’ (Ekstein 
and Wallerstein 1972). The form of the supervision would be largely guided by 
psychoanalytic principles.
The second phase of development in the 1950’s was characterised by forms of 
supervision based on counselling schools, e.g. person-centred, and thus on the theories 
propounded by these schools (Bernard and Goodyear 1992; Holloway 1995.) A 
significant development in this period was the practice of audio-taping which provided a 
greater insight into what was actual happening within the sessions.
In the third phase from the 1970’s counselling supervision models were based on the 
developmental needs of supervisees and from social role models where the emphasis was 
on what supervisors and supervisee did (roles and tasks) in supervision. The 
developmental models centred on the progression of the supervisee through stages each 
characterised by their own tasks and demands which trigger movement on to the next 
stage. As an example of this approach Stoltenberg and Delworth (1987), worldng with 
trainee supervisees, identified three stages:
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1. supervisee dependant on supervisor and anxious about performance
2. supervisee more focussed on client work but exhibiting a conflict between autonomy 
and dependency with supervisor
3. supervisee functions independently with a greater sense of having integrated theory in 
practice
The limitation of this approach centres largely around its focus on trainee supervisors and 
is less applicable to working with more experienced supervisees.
Social role models have emerged largely from the UK scene compared with much 
supervision practice and literature from the USA where its prime focus has been on 
supervision for trainees. Significant contributions have been made in this field from the 
world of social work by Kadushin’s (1985) work on isolating discreet functions within 
supervision. These have been taken up in the normative, formative and restorative 
functions explicated by Proctor (1986). Her work combined with Inskipp (1995) has 
focussed on the centrality of the working alliance of the supervisor relationship along with 
the roles and responsibilities of the supervisor and the supervisee. A further development 
of their model (Inskipp and Proctor 1995) was marked by the inclusion of the ‘seven-eyed 
supervisor’ based on the work of Hawkins and Shohet (2000).
The ‘seven-eyed supervisor’ model of Hawkins and Shohet (2000) is based on 
psychodynamic principles. In their earlier work (1986) they identified six foci emerging 
from a double matrix. The two interlocking matrices were identified as:
• the counsellor -  client system
• the supervisor -  supervisee system
In the counsellor -  client system attention is given to:
• the content of the supervision session
• focussing on strategies and interventions
9 focussing on the counselling relationship
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aad in the supervisor -  supervisee system attention is given to:
• focussing on the counsellor’s process
• focussing on the supervisory relationship
• focussing on the supervisor’s own process
and the seventh eye where both focussed on the influences of the wider contextual factors, 
for example, family, social systems, organisational constraints etc.
As a result of his research, Carroll (1995) created a five stage model (assessing, 
contracting, engaging, evaluating and closing) based on attention to seven generic tasks of 
supervision:
to create the learning relationship 
to teach 
to counsel 
to consult 
to evaluate
to monitor professional/ethical issues
to work with the administrative/ organisational aspects of client work
Copeland (1998: 385) directs our attention to the significance of the organisational 
context:
"Supervision in organisational contexts is a complex issue. Supervisors 
who understand this work face new challenges as they work at the
iuterface between counsellor, the client and the organisation........
A knowledge of culture and organisational change, and the skills 
to work in multiple relationships whilst still practising ethically 
will be essential."
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Here, Copeland directs our attention to the relative newness of the context of the 
organisation, the complexity of the context and its influences and the need to maintain an 
ethical awareness.
Again, Carroll (1996:126) is instructive on the influence of the organisation in 
supervision:
"Not to be aware of the underlying organisational dynamics that 
infiltrate counselling and supervision relationships is to be in 
danger of colluding with the unhealthy side of the organisation"
Carroll points out the dangers of unhealthy collusion between supervisor and supervisee, 
supervisor and organisation and in fantasy between supervisor and client.
The research of Carroll, C. (1994) with organisational counsellors concluded that they 
required more than one to one counselling training:
'they need to know how to work within an organisation,
how to control the flow of information
howto manage multiple roles and
how to combine loyalty to individuals with loyalty to
the organisation ' (cited in Carroll. M., 1996: 119).
She concludes that counselling supervisors in organisational settings need to assist 
supervisees to manage these specific roles and tasks in addition to the traditional roles of 
assisting supervisees to manage their client work effectively. The major part of Carroll’s 
chapter on 'Supervision in Workplace Settings' (Carroll & Holloway 1999: 144-154) is 
given to the exploration of 11 tasks for organisational counselling supervisors.
The significance of the organisational context is an important strand in the framework of 
supervision of Hawkins & Shohet (2000: 68-71), where the seventh eye of their 'seven­
eyed model of supervision' is identified as the influence of the organisational setting. 
They are forthright in their views on how organisational culture and dynamics strongly 
influence the process and management of supervision (ibid.l67ff).
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Copeland (1999: 378) questions ' is supervisor the right word?' and raises the issue of 
power. She argues that if the organisation understands the role of the supervisor as 
someone who has 'hierarchical and managerial authority over others' then this will lead to 
a great deal of contusion and misunderstanding. 'Supervision in the context of 
counselling... is a collaborative process with very little power differential (ibid. 378)'. 
Given the confusion over definition her conclusion is that supervisors who work in 
organisational settings must ensure that their employers are educated 'to share in a 
common understanding of the supeiwisory process' (ibid. 379).
What stands out crystal clear from the literature (Carroll 1996; Holloway 1995; Hawkins 
and Shohet 2000; Copeland 1999; Inskipp and Proctor 1995; and Gilbert and Evans 
2000.) is the primacy of making 'clear contracts' with all parties, the supervisees, the 
employing organisation, the supervisor and, if relevant, the providing organisation of the 
supervisor. This ensures careful attention has been paid to the players of the 
organisational context.
Further it is important to note a number of different configurations of supervision have 
been identified, that is, supervisor and counsellor/supervisee; supervisor and group of 
counsellors/supervisees; supervisor and a team of counsellors; and peer group supervision 
of counsellors (Hawkins & Shohet.2000). How might different configurations contribute 
to what happens in supervision in organisational settings? They beg the question of what 
skills and knowledge are especially relevant in group settings and what happens in these 
group configurations. Gonzalez-Doupe (2001) in her research has highlighted the 
particular interactions of counselling supervision in groups in organisational settings. She 
concluded that the workplace supervision group operates as "protection" from 
organisational pressures, ‘a protective boundary that can help workplace counsellors re­
centre or refocus on their clinical work'.
Who are the supervisors who work with organisations? Carroll (1996: 28) says that 
'supervision is becoming a profession in its own right'. Gilbert & Evans (2000:1) are sure 
that 'it is a discipline in its own right!' Until recently supervisors were senior/experienced 
counsellors/psychotherapists without specific training in the art of supervision. The last 
15 years has seen the emergence of training courses in supervision, and at least one
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training course leading to a qualification in organisational supervision (Bath Consultancy 
Group). Very recently (2004) Roehampton University has validated a postgraduate 
Diploma/Masters Programme, ‘Supervision in Context’. The art of supervision is firmly 
on the UK Counselling and Psychotherapy agenda and promoted by such bodies as The 
British Association for Counselling and Psychotherapy who offer an accreditation 
programme for supervision though not specifically for supervision in organisations. Other 
groups such as the British Association for Supervision Practice and Research offer an 
annual training conference in which the context of the organisation is being given greater 
prominence.
In reviewing the development of supervisees Hawkins and Shohet (1991:106-109) 
suggest a four stage development process based on the old crafts. They can usefully be 
applied to supervisors:
Level 1. The Novice: self-centred - 'Can I make it in this work?'
Level 2. The Apprentice: supervisee-centred -'Can I help this supervisee make it?'
Level 3. The Journeyman: process-centred - 'how are we relating together?'
Level 4. The Master Craftsman: process-in-context-centred - How do processes 
inter-penetrate?'
Whilst they point out the limitations of the model they make the point eloquently of a 
progression of skill and knowledge based on practice and experience.
Who are the practitioners for whom counselling supervision exists and what is their role? 
From time immemorial humankind has sought to consult with wise men and women, 
community leaders, shamans and priests to help them make sense of their existence. 
Central to this process is what Clarkson (1995: 4) has identified as 'the betweenness of 
people', a space occupied by client and counsellor.
The British Association for Counselling and Psychotherapy in its Code of Ethics and 
Practice (1999) defines counselling as:
"..to provide an opportunity for the client to work towards living
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in a more satisfying and resourceful way the counsellor's role
is to facilitate the client's work in ways which respect the client's 
values, personal resources and capacity for self-determination."
The field of inquiry is further defined by its context in organisations where counselling is 
provided for their employees, and where external counsellors on contract to organisations 
receive counselling supervision for their work. Carroll (1996b) identifies one major 
component of employee counselling - the organisation pays for it, and by so doing creates 
a dynamic between counsellor, client and organisation. Perhaps one of the hidden reasons 
for this in some workplace settings is to provide psychological help to keep people at 
work.
The main configurations of counselling provision by organisations can be summarised 
thus:
1. Counsellor and client are full-time or part-time employees of the organisation 
providing counselling for their employees
2. The counsellor is self-employed and is contracted by the organisation
3. The counsellor is employed by an Employee Assistance Programme (EAP) 
Provider who contracts counselling services to the organisation.
For the field of study of this research, counselling supervision is a service contracted by 
organisations on behalf of their employed counsellors, or a service which counsellors 
contract for themselves for their work with organisations. 1 contend that something 
happens in the interaction between counsellor and supervisor in the supervisory process 
affected by the organisational culture. This view is supported by Carroll and Holloway 
(1999: 2):
"The settings in which counselling takes place can greatly influence 
the supervision of the counsellor. Whether counselling occurs in 
a medical, educational, workplace or religious setting, the culture 
of the organisation of service delivery infiltrates work with clients 
and thus the work of supervision."
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Having explored definitions of counselling supervision it is important to establish an 
understanding of how this has developed in organisations.
1.5: The Development of Counselling Supervision in Organisational Settings
Based on his research Carroll (1996) has produced one of the most influential works on 
supervision in the United Kingdom. He surveys in considerable breadth both the literature 
and the 'trends and debates', surrounding the theory and practice of supervision. He 
contends that the variety of models and styles of supervision has created confusion about 
what specifically constitutes supervision m various contexts. He is critical of the way in 
which schools of counselling have created narrow understandings of supervision and their 
influence on teaching and research. I would add that these narrow understandings have 
constantly neglected the influence of the setting of counselling and supervision with the 
result that many counsellors and supervisors practise their craft as if the organisation did 
not exist. He comments:
"These two aspects of counselling work in organizational 
settings (varying roles, and the influence of the organization) 
are key to understanding what counselling means in these 
areas, and fundamental backdrops against which counselling 
work must be evaluated." (Carroll 1996:118).
Lawton and Feltham (2000: 2) writing on trends in supervision comment:
“The complexity and diversity of settings where counselling 
now takes place means that clinical work can no longer 
be supervised as if in a vacuum. Supervisors need to develop 
understandings of the culture of the supervisee’s workplace, and 
of the formal codes and procedures that govern the way they 
conduct their therapeutic work”.
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Thus the question arises ’what is the role of the supervisor when supervising counsellors 
in an organisational setting?" Waite (1992: 10) in his research uncovers alack of attention 
to this area':
“It is necessary to begin this literature review by acknowledging 
the paucity of material available on the topic of supervision 
of counselling at work”.
The recently published 'Ethical Framework for Good Practice in Counselling and 
Psychotherapy’ (BACP 2001: 9) firmly advocates counsellors, supervisors, trainers and 
researchers to be responsible:
".......................... for learning about and taking into account
the different protocols, conventions, and customs 
that pertain to different working contexts and cultures".
This new framework replaces all previous ones which were specifically addressed to 
counsellors, supervisors, trainers and researchers. It is of note that when accrediting 
practitioners the BACP do not insist on any special criteria with regard to counselling or 
supervising in the organisational setting. Again, this underlies the infancy of both 
counselling and supervising in organisations as emerging crafts and maybe an 
unconscious response to maintaining the primacy of counselling and supervision in 
private practice.
Because the study is focussing on counselling supervision in organisational settings, I will 
briefly address the issue of the development of counselling in organisations.
1.6: The Development of Organisational Counselling.
A literature survey of counselling in organisations reveals its existence in the U.K. from 
the early 1900's. Berridge, Cooper and Highley-Marchington (1997) describe the 
emergence of counselling in the workplace (one type of organisation) as stemming from 
the philanthropic works of employers. I quote, 'employers had a vested interest in having
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a healthy, committed and compliantly-dependent workforce' (ibid. 1997: 30). When 
welfare provision coincided with the employers' religious and humanistic principles, the 
‘faces’ of welfare proliferated - works nurses and doctors, social assistance workers. Such 
services became more extensive during the nineteenth century through enlightened 
employers with high moral principles for example, Cadburys, Lever and Salt.
Within the 1945-1951 period which included the implementation of the National Health 
Service Act of 1946, employers were keen to set up welfare services to offset the potential 
power and pull of the trade unions. As taxation increased so the keenness of employers 
diminished, and welfare services were run down to minirnal levels of statutory observance 
of safety and health legislation.
The next twenty years saw a fiirther decHne in service provision. Personnel staff viewed 
this activity as low level and low status, and more importantly in conflict with the 
business-professional image and function they were creating.
Reddy (1993), Megranahan (1989a) and Tehrani (1994,1995) were among the foremost 
pioneers of organisational workplace counselling. They largely focussed on the practice of 
counselling skills and the setting up of employee support systems. They did not deal with 
the influence of organisational context. Feltham (1997) focuses on how counselling can 
contribute to stress reduction and mental health enhancement, and the challenges of the 
workplace on counselling practice.
What is of particular note is the paucity of literature on the influence of the organisation 
on the practice of counselling. Pickard (1997: 327-328) is instructive on the development 
of organisational counselling:
• stage one-counselling in organisations characterised by a counselling activity external 
to the organisation staffed by trained and qualified counsellors. Such a model she 
notes, 'is not integrated into the organisation's philosophy and aims and whose 
practice derives from the freedoms of the independent practitioner model' (ibid 327).
« Stage two-counselling for organisations characterised by the work of EAPs who strive 
to integrate counselling into organisational philosophy and practice. 'However, it lacks 
conceptual and theoretical integration.' (ibid 327).
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• Stage three-organisational counselling viewed 'where it is integrated both
conceptually and theoretically into organisational philosophy and practice' (ibid 328).
It is of note that the literature does not yet speak of a similar development in counselling 
supervision where organisational counselling supervision would be marked by its 
integration both conceptually and theoretically into organisational philosophy and 
practice.
1.7: The Organisational Context
In making sense of organisations and their influence on counselling and supervision I 
have been drawn to the disciplines of organisational studies, organisational psychology 
and sociology.
I have been particularly motivated in my thinking by the interplay of'organisational 
culture' and supervision, and hence the development of a proposal researching the 
phenomenon of counselling supervision in organisational contexts. What is organisational 
culture? Meek (1992: 207) in critically reviewing some of the origins of organisational 
culture concludes:
"culture should be regarded as something that an organization 'is', 
not as something that an organization 'has': it is not an independent 
variable, nor can it be created, discovered or destroyed by the 
whims of management."
Morgan (1997: 120) directs our thoughts to the epistemological origins of the word 
'culture':
"The word has been derived from the idea of cultivation, 
the process of tilling and developing land."
He goes onto to define culture as 'reality construction'. In describing organisational culture 
he writes:
31
"Shared meaning, shared understanding, and shared sense 
making are all different ways of describing culture, hi talking 
about culture we are really talking about a process of reality 
construction that allows people to see and understand particular 
events, actions, objects, utterances, or situations in distinctive 
ways. These patterns of understanding also provide a basis 
for making one's own behavior sensible and meaningful. "
(Morgan 1997: 138)
He does warn that our view of organisations is fragmented. Because it is always evolving, 
always in the process of becoming, he concurs with Meek that organisational culture is 
something that the organisation 'is'.
Gabriel (1999:191) malces the point that ‘whilst the literature on organizational culture 
has flourished, psychoanalytic contributions have been scarce’. As a concept, 
organisational culture's roots are to be found in the academic disciplines of anthropology 
and sociology. However, Czander (1993: 254) writing about the analysis of task in 
organisations suggests that organisational culture as seen from a psychodynamic 
viewpoint 'is largely concerned with the employee's feeling state'. It is created by a 
perception from the function of both the physical presence projected by the organisation 
and that projected by the employees.
Hawkins (1997 & 2000) based on the work of Geertz (1973) and Schein (1985) has 
created an integrative model called 'The Bath Model' that views organisational culture as 
residing at five distinct levels:
1. artefacts - the rituals, symbols/logos, mission statements of 
the organisation, buildings, organisational structure
2. behaviour - the unwritten rules which constrain how people 
behave, what is and what is not talked about and how people 
relate to each other
3. mind-sets - the spectacles through which members of the 
organisational culture view themselves, the environment with
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which they interact and problems that arise
4. emotional ground - the collective feelings that underlie and 
influence the other three levels of culture; the emotional mood 
and feeling within the business
5. motivational roots -  the fundamental aspirations that drives choices 
within the collective business
Using the image of a ’water-lily’ he demonstrates that it is only the top level of culture 
which is fully visible and conscious. The behavioural norms may operate without people 
being aware of the conventions they are acting within. The mind-sets may be sub­
conscious. The emotional ground may be fully unconscious. Here Hawkins is applying 
psychoanalytic theory to the concept of organisational culture. He expresses it 
diagrammatically in Figure 1.1 (page 34).
Further, two significant frameworks (Figures 1.2,1.3 and 1.4 on pages 36-37) for 
considering the nature of context, are to be found in existing psychological literature. 
English (1975) from the school of Transactional Analysis has created the ‘three-cornered 
contract’ associated with Micholt’s (1992) notion of ‘psychological distance’. At the 
centre of this framework is the necessity for agreements between counsellor, client and 
organisation, both counselling agency and wider organization where applicable. 
Elsewhere (Towler 1999), I have suggested such a framework is important when 
contracting for counselling supervision in organisational contexts. When associated with 
the notion of ‘psychological distance’ Micholt highlights the potential for playing 
psychological games and hence distortions of accountability between the three parties of 
either a counselling or supervision contract in an organisational context. The distortions 
are depicted diagrammatically in Figure 1.3 (page 36) as the sides of the equilateral 
triangle become lengthened in each case. For example, in (a), the organisation becomes 
alienated from the supervisor and the supervisee. This creates a distortion in the 
relationship between the supervisor and the supervisee which is often identified as one of 
collusion. In (b) the supervisor has become alienated from the supervisee and the 
organisation, indicating a form of collusion existing between the supervisee and the 
organisational third party. In (c) the supervisor and the organisation by their behaviour 
have caused the supervisee to feel alienated from them both.
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Artefacts
Behaviours
Mind sets
Emotional ground Motivational roots
Figure 1.1: The Five Levels of Organizational Culture (after Schein 1985) cited 
in Hawkins and Shohet (2000:16)
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The concept of the clinical rhombus of Ekstein and Wallerstein, 1976 (Figure 1.4, page 
37) again brings to the fore the significance of the inter-relatedness of the parties in 
supervision, that is, the supervisee, the supervisor, the organisation and the chent. All 
interface at some level consciously or unconsciously with each other. The ‘administrator’ 
comer of the rhombus indicates an organisational third party. In assessing its usefulness in 
thinking about the significance of the inter-relatedness of the parties in supervision, 
Stewart (2002) cleverly suggests an extended clinical rhombus which has an articulated 
axis rather like aRubick’s cube to demonstrate ‘the constantly shifting complexities of the 
supervisory setting’ (op.cit. 112).
Figure 1.5 (page 38) shows the interlocking nature of two ‘thiee cornered contracts’ 
where the supervisor is external to the employing organisation. What the diagram draws 
attention to is the possibility of a series of ‘three-cornered contracts’ with the potential 
complexities of influence and contracting.
The concepts of personal and collective shadow (Jung, 1959) are related to culture in the 
sense that, ‘an organisation will tend to create a collective shadow in the social 
microcosm comprising a number of individuals’ (Holder 2004: 16). As such supervisors 
and supervisees form part of a wider counselling collective which is influenced at both a 
conscious and unconscious level. Jung (1959b: 14) has defined the personal shadow as 
‘the dark aspects of personality’. In this sense it can be associated with what is unloiown, 
what is darkness rather than in the light, as part of our unconscious and therefore has 
potential for harm to others. Contributors in Stein and Hollwitz (1992) explore the 
influence of the collective personality of the organisation, including that of the collective 
shadow. Supervision forms a space in which counsellors are assisted to discern the nature 
of their shadow, those of their clients and the influence of the collective shadow of the 
organisations within which they work.
McLeod and Machin (1998: 327t) are instructive on how organisational culture can shape 
counselling practice through a variety of systems based on the relationship between the 
counselling provider and any relevant institutions/organisations. Such organisational 
culture in its turn will be informed by wider social and cultural factors such as the 
dominant beliefs of the culture expressed in the underlying philosophy of the counsellor
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organisation
superviseesupervisor
Figure 1.2: The Three Cornered Contract (adapted from English 1975; Micholt 1992) 
showing equidistance of psychological distance*
supervisor
organisation 
organisation
(a)
supervisee supervisor(b)
organisation 
(c)
supervisee
supervisee
supervisor
Figure 13: The Three Cornered Contract showing distortions of accountability
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supervisor
superviseeorganisation
client
Figure 1.4: Clinical Rhombus (adapted from Ekstein and Wallerstein, 1976)
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PARENT POLICE 
ORGANISATIONUK Police Counseling Service
external 
provider of 
supervision client
supervisor supervisee
Figure 1.5: The three-cornered contract*: external provider of supervision for a 
UK Police Counselling Service (Towler 1999)
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or counselling agency. This has implications for how supervision is contracted and 
managed in such contexts.
1.8: A critique of the practices of counselling and supemsion.
Hawkins and Shohet (2000: 5) set out the dilemma of assessing the usefulness of 
supervision and counselling:
“Supervision, like helping, is not a straightforward process and is 
even more complex than working with clients. There is no tangible 
product and very little evidence whereby we can rigorously assess 
its effectiveness.”
This challenge is increasingly being faced in the world of organisational counselling. A 
recent systematic study of research evidence of Counselling in the Workplace was carried 
out by McLeod (2001). The world of counselling and psychotherapy is one which is 
largely carried out behind closed doors. For that reason alone it has attracted much 
criticism, some not without good reason! Many managers and other Occupational Health 
Professionals express constant scepticism of the use of this ‘talking cure’ as a healthy 
option!
The work of McLeod (2001: 86) is exclusively about workplace counselling. Within that 
area he outlines the ‘distinctive, multiple and serious methodological difficulties 
associated with conducting research’ in this area. He highlights two particular areas which 
may be applicable to other organisational contexts. The first is that of commercial 
competition. Many companies who offer counselling and related activities have 
completed their own studies into the efficacy of counselling. However, many fear 
commercial advantage or union reaction, if these results were published. The second 
reason is the ‘sensitivity around confidentiality’. The sole reason why many organisations 
can provide such a counselling service is the guarantee of confidentiality to the employee 
client. Fears abound around promotion prospects and reputation and fitness to work in 
such contexts.
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Whilst most of the studies listed are outcome, economic, attitude/utilisation studies, there 
is no research which has consistently linked the practice of counselling in organisational 
settings to organisational outcomes like job satisfaction, commitment and productivity. 
When applied to other organisational settings the problem of confidentiality will always 
remain a potential obstacle to research in this area.
In the wider world of counselling and psychotherapy ex-psychoanalysts like Masson 
(1993: 24) have made scathing criticisms:
“Tlie structure of psychotherapy is such that no matter how kindly a person is, 
when that person becomes a therapist, he or she is engaged in acts which 
, are bound to diminish dignity, autonomy and freedom of the person who 
comes for help”.
His book is a disturbing exploration of the work of a number of famous therapists with the 
conclusion that therapy should be an activity of the past and replaced by more co­
operative forms of support and help largely facilitated by those who have suffered the 
same difficulties.
Again, Small (1987:1) having worked for many years as a psychologist sums up his 
criticism of counselling and psychotherapy:
“...psychological distress occurs for reasons which make it 
incurable by therapy, but which are certainly not beyond the
powers of human beings to influence the way to alleviate and
mitigate distress is for us to take care o f  the world and the other 
people in it, not to treat them.”
Small hits on a truth which faces any person who works In a system like an organisation. 
The employee suffers distress not least because of his attachment to a number of often 
dysfunctional systems whose ills need as much addressing as does those of the client. 
Those involved in working in organisational counselling services will be faced with this 
daily reality.
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This throws into relief the reason why many companies buy in counselling services for 
their employees. Lane (1990) explores the reasons related to different types of 
organisational culture. In a ‘role culture’ management may see it as a ‘fix it’ operation; in 
an ‘achievement culture’ management may take it up or drop it as need arises; in a ‘power 
culture’, ‘if it has a role at all, is likely to be external, and medicalised’ (1990; 542); and 
in a ‘support culture’ such counselling services will be seen to be an intrinsic part of the 
helping organisation. Newton (1995) is critical of workplace counselling in two respects. 
Firstly, counselling individualises stress thus taking away the focus for the responsibility 
of the organisation. Secondly, that counselhng controls the way in which emotions shall 
be managed in organisations.
This critique has so far concentrated on organisational counselling in the workplace and 
chiefly related to recent developments in research. Counselling and supervision occur in a 
variety of organisational settings -  educational, public service, private commercial, penal, 
psychiatric, medical, religious -  to name a few. The hterature is sparse. Carroll (1997:10) 
citing Madonia (1985 : 588) from his review of workplace counselling concludes:
“...despite a substantial bibliography on the subject, 
close analysis shows that the employee assistance and 
occupational mental health literature is primarily anecdotal”.
There is little or no research on how organisational culture has impacted on counselling 
services in organisations. This has direct implications for the practice of supervision in 
relation to organisational settings.
Hawkins and Shohet (2000: 5) clearly elucidate the problem of evaluating the 
effectiveness of supervision when they write:
“One person brings to another a client, usually never seen 
by the supervisor, and reports very selectively on aspects of the work.
More over, there may be all sorts of pressures on either both of them from 
the profession, organisation or society in which they both work.”
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Because of the private nature of the activity of supervision, reflecting the private nature of 
counselling, there are few studies on the relationship between the practice of supervision 
and the organisation/institutions in which and for which they are practised. Holloway 
(1995: 98) a research-based supervisor writing of institutional factors comments, ‘...the 
influence of organizational variables on supervision has rarely been investigated or 
discussed in the professional literature’. She goes on to identify these factors as (a) agency 
clientele (b) organizational structure and (c) professional ethics and standards.
Supervision has only recently begun to be recognised as a profession in its own right 
(Carroll 1996; Holloway 1995; Gilbert & Evans 2000). The possibility of providing a 
rigorous examination of it in organisational settings is in its infancy.
It is important to reflect sociologically on the rise of both counselling and supervision as 
professional activities within our western society. 1 have already traced in rudimentary 
outline the precursors to ways in which communities have sought to help individuals in 
their journeys through life (section 1.6). A number of scholars have posited theories of 
how organisations and professionals within those organisations have developed their 
rationales for continued existence. In considering these 1 have chosen three for 
consideration:
1. Michel’s ‘iron law of oligarchy’
2. Sociological discouise about ‘the counselling relationship’
3. Critical theorists and Foucaultian Theory
1. Michel’s ‘iron law of oligarchy’
Michel’s 1911 (cited in Giddens 1993) formation of his ‘iron law of oligarchy’ arose from 
his reaction to Marxist claims of the creation of the German Socialist Party having been 
based on democratic principles which directly reflected the interest and wishes of their 
members. His critique was based on a proposition that democracy could only emerge 
when individuals and groups were given a voice resulting in the formation of formal 
organisational structure.
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His concept emerged from his belief that ‘Democracy is inconceivable without 
organisation’, meaning that the only way that individuals could effectively voice their 
wishes and press their interests was by joining together and forming an organisation. His 
critics were quick to point out that direct participation by large numbers of people running 
an organisation was in practice impossible. Some form of representation would be 
required, which inevitably would lead to the creation of a bureaucracy which by its very 
definition would be undemocratic. Hence Michel created the concept of his ‘iron law of 
oligarchy where ‘the oligarchical structure of the building suffocates the basic democratic 
principle’. He maintained that organisations inevitably produced ‘oligarchy’, that is, rule 
by a small elite. However, Beetham (1987: 123) in critiquing the relationship between 
bureaucracy and democracy concludes:
“Bureaucracy is one of the most pervasive institutions of the modem 
world. The very familiarity of its presence obscures its complexity. As 
democratic citizens we need to understand both the value and the limits 
of its capacities, and the reasons why these become transformed into an 
independent power, if we are to extend the field of democratic practice 
itself.”
The professionalisation of counselling/ psychotherapy and supervision could be said to 
have become an oligarchy. Professionalisation is used in this context to describe ‘an 
occupational activity’ and ‘an institutionalised form of control of such activity’ (Johnson 
1981: 38). The profession of counselling and psychotherapy has been organised through a 
multiplicity of professional bodies based largely on the status of their standards (criteria 
for membership) and hence the perceived competency of their members (Feltham and 
Horton 2000). Indeed, currently this oligarchical structure of the profession will become 
the subject of government regulation within the next five years.
There is a sense in which the professions of counselling and supervision are self- 
perpetuating. The conduct of supervision arose out of the need for trainee counsellors and 
psychotherapists to be professionally regulated. Historically this was performed by senior 
practitioners. Gilbert and Evans (2000) are clear that supervision has become a profession.
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Whilst Hewitt (1992) and Parton (1994) were critiquing social control elements of 
professionals in public services and thus the defence of citizens’ rights, political right 
wing influences concerning accountability and financial constraint had a limiting effect on 
professional autonomy. The outcome has resulted in a greater scrutiny of the delivery of 
public services in areas such as social and probation work. A similar pressure is at work in 
the worlds of counselling and psychotherapy. This has resulted in die government 
requiring the professions to work towards a system of professional regulation in the next 
five years reflecting a parallel move in Europe.
It is of note that the British Association for Counselling and Psychotherapy is currently 
the only professional body which offers a form of accreditation based on the successful 
completion of a number hours counselling/psychotherapy practice, a substantial training 
in supervision and a number of years of practising the art of supervision.
Mowbray (1995) presents a strong case against regulation based on the belief that such an 
intense, sensitive, creative area of work will be destroyed by external regulation as 
envisaged by government.
2. Sociological discourse about ‘the counselling relationship’
Critics of counselling inevitably have a knock-on effect on the practice of supervision. A 
central area of debate in post modem thinking is the centrality and significance given to 
the notion of the uniqueness of the ‘counselling relationship’. Giddens (1992), Elias 
(1978) and Lasch (1978) have each raised the debate about the significance of the 
centrality of the self and have warned of the dangers of promoting narcissism and self 
serving as potential outcomes of therapy. Giddens (1991) highlights the notion of the 
creation of expert professions of which the therapist and the supervisor qualify as those 
which work with others (clients and supervisees) to develop authentic relationships. The 
argument is that both professions are self serving in this respect. The counselling 
relationship is raised to the spectre either as medium or as model of the ideal relationship 
upon which the whole structure of therapy and its attendant support in supervision is built.
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Russell (1999: 185) in arguing for a broader spectrum of relationship highlights three 
areas for critical reflection in current therapeutic theory and practice:
• The concept of intimacy
• The concept of selfhood as relating to cultural difference and
• The formation of relationship th rou^  ‘self-disclosure’
Briefly, she argues that whilst recognising that claims for the significance of the 
‘counselling relationship’ have changed over the past 100 years, it is a very different 
relationship in that it is contracted and paid for. Whilst humanistic groups have made 
claims for the centrality of the pursuit of intimacy as the necessary standard of the 
authentic relationship, she argues that this can and has led to some destructive and 
demanding relationships. When the client does not achieve such a standard it is posited 
that the client is not ready for such a venture. The intention on the part of the counsellor is 
to replicate a relationship of intimacy within the counselling relationship whether this is 
helpful to the client or not. In conclusion she reflects:
“These are unique to the profession, and few people would conduct 
their private lives on the lines of contracted, timed meetings, where one 
person’s perspective is seen as the key ‘content’ of any dialogue or 
encounter. So we might wonder what it is, actually, that we are modelling.”
Such modelling finds a powerful expression in the working alliance as part of the 
supervisory relationship where again standards of authenticity and intimacy are judged to 
form a significant part of effective supervision.
Russell’s second criticism concerns how the notion of self has been developed by western 
theorists and practitioners. Lago and Thompson (1998: 68) are explicit about the 
limitations of this cultural perspective:
“Many of the current theories of therapy are rooted, historically, in 
central European and more latterly North American culture. As such 
these theories are culturally and historically bound and as a consequence
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also have limitations as to their applicability to all situations and persons 
in a multicultural/multiracial society.”
Russell’s argument focuses on the self-perpetuating nature of the centrahty of a 
predominantly western concept of self which assumes an assimilation to a dominant 
western culture. She cites examples where the central tenets of this concept are at odds 
with culture and religion in which issues of self-determinism and self disclosure can be 
seen as counter-cultural. This has implications for both the training of therapists and 
supervisors.
Again her reflection about the whiteness and maleness of the major counselling theorists 
is incisive:
“Is it really enough to take their somewhat limited and dated principles 
of self and relationship as the fundamental guiding light of a multi­
cultural perspective? I wonder.” (Russell 1999:194).
Her third level of criticism concerns the nature of self disclosure within the counselling 
relationship. Traditionally counselling theorists have argued for the importance of the use 
of self and a disclosure of self in counselling as a way of modelling intimacy. Again she 
argues that what is being shared is a ‘culturally specific self. Such disclosures are 
reckoned therapeutic in effect. Since different clients expect different outcomes in 
therapy, e.g. an exploration of meaning and identity, such concentration on the 
relationship might be inappropriate. I agree with her conclusion:
“It is quite simplistic to prescribe, therefore, an idealized version 
of the counselling relationship which is necessary to all situations
 the counsellor needs to engender the kind of relationship
which allows the client to develop the degree of self knowledge which 
is necessary to their change process.” (Russell 1999:197).
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3. Critical Theory and Foucaultian Theory
Both critical theory and postmodernist theory writers including Foucault claim a 
substantial space within the literature of organisational studies. Alvesson and Deetz 
(1996: 205) commenting on what these writers share in common assert it is their capacity 
to attract attention to ‘the social/historical/political construction of knowledge, people, 
and social relations, including how each of these appears in contemporary organisations.’ 
Both emphasise how power is exercised in organisations, and especially how power is 
used to dominate and control. Whilst one type of critical studies has focussed on an 
‘ideological critique’ (Burrell & Morgan 1979; Alvesson & Willmott 1996) of the 
domination and exploitation of organisational owners and their managers, another has 
focussed on the centrality o f ‘communicative action’ (Habermas 1984; 1987) based on 
undistorted communication and open dialogue.
Foucault’s writings (Power and Knowledge 1980; Madness and Civilization 1977; The 
History o f Sexuality. Vol.l, 1981; and Discipline and Punish 1977) are particularly 
relevant for counsellors and supervisors in addressing power in the therapeutic 
relationship. In discussing ‘Foucault and the context of therapy’ Proctor (2002: 50) asserts 
that ‘his analyses force us to investigate the way in which psychotherapy can be a context 
for surveillance and disciplinary techniques of the self, of normalisation’.
The centrality of Foucault’s concept of the ‘disciplinary gaze of surveillance’ (1977) 
emerged from his early writings on disciplinary modes of domination as exercised in 
French prisons. Reflecting on Foucault’s application of this concept in other organisations 
like school, hospitals, factories etc. Clegg (1996:19) comments:
“The implication is that, built into the architecture and geometry 
of disciplinary organizations is the distinctive arrangement of observation 
and close surveillance.
For the purposes of this study I have highlighted this view of organisations as places 
where counselling and supervision could be seen to be part of the disciplining and 
monitoring of client’s (often employees) behaviour. Supervision could be construed as an
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activity in which managers use supervisors as an extension of their surveillance on how 
their counsellors and their clients maintain a healthy sense of reality and rationality -  what 
is normal. Our profession as counsellors and supervisors has been argued by Smart (1995) 
as an extension of Foucault’s technique of ‘confession’, thus ‘extending the area of 
control and surveillance from action and behaviour to thought’ (Proctor 2002: 50).
The challenge to supervisees, supervisors and organisational managers is to reflect on, and 
actively engage in, a dialogue which accommodates their different discourses and worlds 
in the service of clients. ” Alvesson & Deetz (1996: 203) remind us of how power in the 
dialogue might be exercised:
“... .power resides in the discursive formation itself -  the combination
of a set of linguistic distinctions, ways of reasoning and material practices 
that together organise social institutions and produce particular forms 
of subjects.”
Finally, within the world of organisational counselling the CORE Information 
Management System (Mellor-Clark 1998)) has gained considerable acceptance as an 
objective measurement of client progress in counselling. The system consists of three 
tools ‘sharing the onus of evaluation data provision equally between practitioners 
completing CORE Assessment and End of Therapy Forms, and clients completing the 
CORE Assessment and Outcome Measure’ (Mellor-Clark and Barkham 2000: 262).
Client progress is measured based on the concept o f‘clinically significant change’ having 
addressed the clinical domains o f ‘subjective well-being’, ‘symptoms’, and ‘components 
of risk or harm’.
In discussion with a colleague, it was reported that one United Kingdom University 
Counselling Service has replaced a traditional form of supervision as has been variously 
defined in the above text, wifli the counselling service manager using the CORE System 
as the sole focus for supervision and thus evaluation of counsellor intervention and client 
outcome.
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Whilst this system is in its relative infancy it could pose an interesting challenge to 
traditional supervisory methods in the support and challenge of counsellor’s performance. 
If organisations are demanding greater evidence of outcome measures it may have a 
profound effect on how supervision is practised.
1.9; Conclusion.
Whilst it can be seen that there is an emerging understanding of the nature of 
organisational supervision in response to the practice of organisational counselling, it is 
fair to say that little or no research exists in this area. The theoretical concepts are largely 
derived from the practice of supervision in private practice or in allied professions for 
example, social and welfare work. It is to be recognised that significant criticism of the 
practice of counselling and supervision constantly need to be appraised in the light of new 
research and experience. This study seeks to uncover what happens in the supervisory 
process of practitioners specifically working in organisational contexts by allowing the 
participants to give testimony themselves. It also will seek to provide an understanding of 
how social phenomena, informed by political and economic influence, affect the practice 
of supervision in organisational contexts.
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CHAPTER 2 
THE METHODOLOGY AND PHDLOSOPHICAL UNDERPINNING OF THE 
RESEARCH STUDY 
2.1: Introduction.
"Knowing what you want to find out leads inexorably 
to the question of how you will get that information. "
(Miles and Huberman 1984:42).
This chapter will outline the rationale behind the choice and application of:
2.2. the constructivist paradigm
2.3. using ‘symbolic intercationism’ for understanding meaning making
2.4. social constructionism
2.5. the methodology of Grounded Theory
2.6. the use of technical literature
2.7. the use non-technical literature
2.8. the methods
2.9. conclusion
The intention will be to persuade the reader that there is an internal consistency 
demonstrating a congruency of approach and practice to the research phenomenon in all 
its aspects.
Both ontological (assumptions of how reality is constructed) and epistemological 
(assumptions about the nature of knowledge) questions will be addressed in furthering a 
rationale for the chosen paradigm. Lincoln and Guba in Denzin (1994:105) define a 
paradigm as:
"..the basic belief system or worldview that guides the 
investigator, not only in choices of method but in ontologically
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and epistemologically fundamental ways. "
Patton (1990; 37ff) defines fiirther. He asserts that paradigms are:
• A worldview, a general perspective, a way of breaking down the complexity of the 
real world
• Deeply embedded in the socialisation of adherents and practitioners
• Instructive by telling us what is important, legitimate and reasonable
• Normative, in that they tell us what to do without the necessity of long existential or 
epistemological considerations
In the context of evaluative research he is critical of Lincoln and Cuba’s (1985) one-sided 
view that the only valid and meaningful way to study human beings is through naturalistic 
enquiry. I shall argue that my choice of an interpretative paradigm is appropriate and 
wholly congruent with the chosen methodology of Grounded Theory, and research 
methods of in-depth interviewing, elite focus group and documentation interpretation.
2.2: The Constructivist Paradigm.
The co-respondents of the study have been chosen from the world of organisational 
counselhng and supervision. Here, they are faced daily with the reality of being expected 
to work with clients both from the world of work and other social settings who are facing 
a wide range of stresses. It is the role of the counsellor to assist them in regaining a sense 
of control and normal functioning in their lives, which in many cases means a return to 
work after a period of sickness absence. Clinical supervisors are appointed by the 
employing organisations to support them in this demanding and often stressful role. Such 
supervisors can be appointed both from within or external to the employing organisation.
The study is a naturalistic inquiry. In discussing the nature of truth thus sought Lincoln 
and Guba (1985:14) assert:
"Truth 1, with which we are most concerned here, may be called 
metaphysical truth metaphysical beliefs must be accepted at
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face value they represent the ultimate benchmarks against
which everything else is tested, for if there were something more 
fundamental against which a test might be made, then that more 
fundamental entity would become the basic belief whose truth (Ti) 
must be taken for granted."
In the study I have sought to uncover the truths that supervisees and their supervisors give 
to their experience of organisational supervision.
I have chosen the methodology of Grounded Theory embedded as it is in the theoretical 
framework of symbolic interactionisra (Glaser 1978: 94), a lens for understanding human 
behaviour. In setting out the basic beliefs within the constructivist paradigm, Guba and 
Lincoln (1994:110-111) assert that:
• ontologically, that reality is relative, that is, it is mediated through local and specific 
constructed realities
• epistemologically, knowledge is constructed within transactions between people on 
the basis of subjective and inter-subjective interpretations
• methodologically, that knowledge is uncovered through dialogue with inquirers as a 
means of reconstructing previously held constructions
Burrell and Morgan (1979) have provided a useful scheme for analysing assumptions 
about social science. Their challenge is for the researcher to locate themselves along the 
continua from four perspectives as shown in Figure 2:1 (page 53).
Gregory (2000: 157) citing Wilber 1996 outlines two domains of science within the 
constructivist paradigm:
• mental-phenomenological science
• transcendental-mystical science
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The subjectivist 
approach to 
social science
The objectivist 
approach to 
social science
ontology 
epistemology
Nominalism Realism
Anti-positivism Positivism
human natureVoluntarism Determinism
methodologyIdiographic Nomothetic
Figure 2.1: A scheme for analysing the assumptions of social science 
(Burrell & Morgan, 1979 cited by Cohen & Manion, 1997)
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She points out that each has its particular ontology, epistemology and appropriate 
methodology for making sense of knowledge. My choice of the realm of mental- 
phenomenological science and a qualitative methodology stems from the belief in the 
significance of individual lived experience. Meaning is largely constructed through 
analysis of subjective reality (ontological). This subjective reality can be experienced 
consciously, unconsciously and transpersonally. Unconscious processes can be fed back 
to others and therefore constitute a known reality in which we can make sense of the 
world. The context of that reality is a world primarily experienced and known from the 
inside of my own and another's experience (inter-subjective reality).
Writing about the nature of counselling and psychotherapy, Atwood and Stolorow (1984: 
181) describe intersubjective theory:
"The central metaphor... is one of interacting subjectivities, 
reciprocal mutual influence... From this perspective, 
the observer and his or her language are grasped as intrinsic 
to the observed, and the impact of the analyst and his or her 
organising activity on the unfolding of the therapeutic 
relationship itself becomes the focus of... investigation and 
reflection, "
In exploring the nature of inter-subjectivity in the context of Gestalt Therapy, Sapriel 
(1998: 40) eloquently makes the observation that 'any therapists’ observations will be 
experienced by the client as a possible suggestion. They are value laden, and thus, 
interpretations'. She goes on to quote Parlett (1991) writing unambiguously about the 
'impossibility of ever viewing "virgin phenomena"’:
' any suggestion that the therapist can act more or less as if he is 
an objective observer, "merely" an interpreter of what is going on 
in therapy, without being fully participant, becomes highly suspect'.
This position reflects my own in relation both to the nature of the practice of counselling 
and supervision as also to the philosophy of the constructivist paradigm. Because of my 
own involvement and experience in this field as a practitioner, I inevitably bring my own
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processed and unprocessed experience to the research process. This does not mean that I 
adopt a positivistic position in relation to truth, rather, that I bring ' another version of 
how events can be configured, tested in the waters of dialogue, and open to constant 
modification' (Sapriel 1998: 40). This does not preclude the possibility that certain 
experiences are so common as to be able to be recognised in a variety of social contexts. 
The assumption is that subjective experience reflects a greater reality which positivists 
would claim is objective reality (epistemological).
Further, I hold an assumption that choice is attainable and the inalienable right of every 
individual, and hence can exercise free will and grow towards personal autonomy. Berne 
(1964: 158-160) the founder of the School of Transactional Analysis defined autonomy in 
the manifestation of'the release of three capacities: awareness, spontaneity and intimacy'. 
This does not preclude human behaviour being influenced by the social environmental 
situation. The consequence of such assumptions and beliefs leaves me more allied to the 
ideographic than the nomotheic approach to social science research.
In pursuit of answering the research questions:
• What happens in the process of the clinical supervision of counsellors who work in 
organisational settings?
• What is the dynamic relationship between the intrapsychic, interpersonal and 
organisational process in clinical counselling supervision?
I chose a paradigm that was relativistic, transactional and dialogic and had the capacity to 
generate pictures and meanings of the subjective and inter-subjective realities of the 
supervisors and counsellors within their organisational setting in the process of 
supervision. The methodology needed to be able to provide an in-depth fi-amework for the 
analysis of the constructed and re-constructed realities of the respondents.
The activities of counselling and supervision are inter-subjective processes that rely 
heavily on the ability of the practitioners to enter another's frame of reference with 
empathy in order to assist them to make sense of their internal and external worlds.
Rogers (1959:191), the pioneer of Person-Centred Therapy, writes of his fimdamental 
belief in the subjectivity:
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“Man lives essentially in his own personal and 
subjective world, and even his most objective 
functioning, in science, mathematics, and the like, 
is the result of subjective purpose and subjective choice"
Later, he was to assert that people increasingly are 'inwardly and organismically rejecting 
the view of one single, culture-approved reality' (Rogers 1980:26).
The organisations in which the respondents’ work, are to be understood as socially 
constructed realities where each perceives and gives their own meaning to their 
experience. The organisations researched included public services, uniformed 
organisations, educational institutions and voluntary organisations.
Supervisors work with counsellors (supervisees) to assist them in managing clients who 
are often extremely vulnerable, emotionally and psychically damaged, often 
demonstrating considerable psychic pain. In addition their work involves supporting 
clients who are stressed directly as a result of their workplace experience.
Thus in choosing a constructivist paradigm I now address the way in which meaning is 
constructed and understood through the use of'symbolic interactionism'.
2.3; Using symbolic interactionism ïw  understanding meaning making
I have chosen a process of meaning-making in psychosocial enquiry, that of symbolic 
interactionism (Blumer-Mead 1969. 1985) as the basis for interpreting the data It rests on 
three premises:
• Human beings act toward the physical objects and other beings in their 
environment on the basis of the meanings that these things have for them
• These meanings derive from the social interaction (communication) between and 
among individuals. The communication is symbolic because we communicate 
with language and other symbols
• These meanings are established and modified through an interpretative process.
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Part of the process is that the researcher actively involves himself in the world of those 
whom he is researching. Thus human beings are perceived to be active constructors of 
their social action rather than respondents to their social world.
Schwandt (1994: 124) in Denzin and Lincoln (1994) commenting on the Blumer-Mead 
version of symbolic interactionism writes,
" ..human beings as purposive agents...engage in 'minded', 
self-reflexive behavior; they confront a world that they must 
interpret in order to act rather than a set of environmental 
stimuli to which they are forced to respond."
In assisting the research subjects to uncover their truths of organisational supervision 
through a process of inter-subjective knowing it will be important to be attentive to the 
nature of the symbols with which they communicate their tmth. Charon (2001: 47fï) 
identifies certain characteristics of symbols:
• Symbols are social, defined by interaction, and whose meanings have been mutually 
agreed
» Symbols are meaningful, the user understands what they represent
• Symbols are significant, not only for the actors but also for the users
» Symbols are used intentionally and not by mistake - thus used to give off meaning
a Symbols are arbitrarily associated with what they represent
He illustrates how action is created from interaction (see figure 2.2 on page 58)
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Social objects
Symbols ( a special kind 
of social object Interpretation of a situation
ActionInteraction
Language ( a special kind 
of symbol)
Perspectives (a 
symbolic framework)
Figure 2.2: Diagram illustrating how action results from interaction 
(from Charon. 2001:53)
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2.4: Social Constmctionism
Whilst the discipline of ‘symbohc interactionism’ is grounded in an appreciation of 
human interdependency, that dependency is still the result of the individual interacting 
upon their social context. Pidgeon (1996) in arguing for an epistemology that would 
capture the more generative nature of Grounded Theory points our attention to 
literature expounding constructionist revisions of Grounded Theory (Charmaz 1990; 
Layder 1993; Henwood and Pidgeon 1995c). He raises the issue of Hammersley’s 
(1989) ‘dilemma of qualitative method’ - the tension of any one methodology 
encapsulating the commitment to both objectively (realism and science) and 
subjectively (constructionism) reflect the reality of research participants. The latter is 
expressed in ‘the symbolic interactionist world view and in the engagement of the 
researcher in the interpretative work of generating new understandings and theory’ 
(Pidgeon 1996:81).
He concludes that constructionist grounded theorists, far from establishing absolute 
foundations for knowledge, ‘enter the hermeneutic circle of multiple, partial and 
competing interpretations ’ (op. cit. 1996: 85).
Gergen (2000:124) usefully comments that:
“...in spite of its intellectual significance, symbolic interactionism 
fails as a fully adequate replacement to individualism.”
He continues to describe how communication is transacted between individual 
subjectivities. He further questions whether in view of the fact that ‘symbolic 
interactionism’ is deterministic, we can ‘dispense altogether with the whole binary of 
free will v. determinism?’ (2000: 125).
In his exploration of social constructionism, I am drawn to his notion of 
communicating as ‘relational selves’. The notion of exploring is important in that to 
give a definition of social constructionism in the words of Potter (1996: 125) ‘would 
be a profoundly anti-constructionist approach to the question’. I find a congruency in 
his writing and a pull to experiment with the constructions he is making and
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developing what seems a dialogue of ‘betweenness’ like the creation of third narrative 
in the dialogue between two people. Building on Wittgenstein’s warning:
“Tiy not to think of understmding as a ‘mental process’ at all.
For that is the expression which confuses you. But ask yourself: 
in what sort of case, in what kind of circumstances, do we say,
‘Now I know how to go on’” (cited by Gergen 2000: 145).
Gergen (2000: 146) proposes that meaning exists in a relationship and results 
from:
• That which is emergent co-ordinated action
• A history of relationship
• Dependency on future unfolding
• Continuous refashioning
I will briefly explicate this process of meaning construction whilst applying this to the 
meaning making of the process of organisational supervision. The meaning I give to 
any experience is fashioned out of the emergence of joint action between two or more 
persons. My action furthermore is given meaning by how the other person 
supplements mine with their response. Therefore, the context of that action is 
instrumental in the meaning I attribute to that experience. Thus in supervision in 
organisational contexts what happens is explained by what happens in the inter-action 
between supervisor and supervisee in the context of the organisation as a system of 
individuals and groups. The way in which the supervisor supplements my response can 
transform what may seem a friendship relationship into a functional supervisory 
relationship.
This friendship relationship and this supervisory relationship do not exist in a 
vacuum. They have a history which by custom and practice determines their 
difference. At the same time this history limits my potential for either kind of 
relationship. Thus, when a supervisor and their supervisee meet for supervision in 
whatever context, what happens is given meaning by the historical relationships of
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which they are a part.
We are not fixed in our historical relationships. As we move into new areas and 
experiences there is a sense in which we are m a transition towards new meanings as 
yet not encountered. As Gergen (2000: 146) eloquently describes this transition -  we 
move from ‘the dependency of preceding relationships to dependency on fixture 
unfolding’. As the supervisor and the supervisee engage in the work of supervision 
through a constant invention of dialogue and action, their meaning is open to 
continuous refashioning. Even as the dialogue progresses there are intrusions of the 
context, voices from the past and the present influencing the construction of meaning.
Thus he argues that social understanding can never solely be the result of having 
penetrated the inner world of the other. Understanding is a relational activity, a result 
of coordinated actions supplemented between persons and situations, and rooted m a 
tradition. Meaning is constantly refashioned as the result of a continuous unfolding 
process.
The central key to understanding social constructionist theory is dialogue which is not 
only conversational but ‘dialogue as a transformative medium’ (2000: 148).
His argument is that as we socially construct dialogue we do so on the basis of 
differentiating ourselves and others (what he calls ‘alterity’) from particular other 
groups, usually those for which we hold little or no affinity. Thus we tend to avoid 
them! As a result we simplify accounts of their actions and we move towards extreme 
positions, very often resulting in a breakdown of communication. To confront this 
challenge he suggests three ways through dialogue:
1. Regulative rules of negotiation (argumentation)
2. The ethics of discourse
3. Transformative dialogue
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1. Regulative rules of negotiation (argumentation)
Whether in our bargaining, negotiation or mediation all are limited because we see the 
problem existing separately from the dialogue. As a result we limit the possibilities of 
mutual construction of what might be happening.
2. The ethics of discourse
In analysing the work of Jurgen Habermas, the German theorist whose early work was 
his challenge to the superiority of the knowledge of science to all other forms of 
competing rationality, he argued for ‘discourse ethics’ as a solution. Gergen 
(2000: 153) usefully sums up the chief points of this theory:
• Where there is conflict, a process of argumentation should be placed in motion. 
Argumentation should be directed towards consensus
• Everyone should have equal rights to participate
• Participants in the argument should be of equal power. There should be a level 
playing field in which no expression is suppressed or coerced
® Everyone can introduce into the argument any assertion or expression of attitude or 
desire he/she wishes 
« Only those solutions will be valid that meet the approval of all participants 
® Everyone’s interests must be satisfied
As Gergen questions, ‘on what basis should we accept the authority of Habermas?’
Not only is this one person’s view, that of Habermas is not congruent with the 
dialogic process he favours. It also assumes because he has asserted so, so be it!
Gergen goes on to argue for the notion of ‘difference’ rather than ‘consensus’ as a 
way of being congruent with dialogic processes.
3. Towards Transformative Dialogue
In asserting this way of dialogue Gergen invites us to proceed from a ‘bottom up 
process’. In other words, start from where the action is and seek out a vocabulary
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which is useful for the conditions in hand. The marks of this transformative dialogue 
are:
a. A movement from blanie to responsibility
b. The importance of self expression
c. Affirming the other
d. Co-ordinating action
e. Co-ordinating discourse
f. Self-reflexivity
g. The co-creation of new worlds
Reality for the social constructionist is summed up by ‘whatever is, simply is’. 
Immediately we claim what is truth we shut down the options for dialogue. Thus 
when we talk about the experience of the supervisor or the experience of the 
supervisee in traditional psychological language we are necessarily taking on the 
context and culture in which that language was originally framed. What the social 
constructionist invites us to do is to open a new dialogue with the possibility of new 
language to describe another’s experience and not to close down the options generated 
from the past.
There are critics who question: ‘is not social constructionism one more theory arising 
from a time and culture, and therefore asserting a reality?’ The social constructionist 
replies: ‘by asking the question you have entered a dialogue about reality which keeps 
the debate open’. For the social constructionist the essence of meaning is enshrined in 
the co-creation of generative meanings, multiple meanings of reality, reality 
manifested by a polyphony of voices. At the heart of this process is a continuous 
reflexivity of experience, a willingness to create many narratives.
In considering the tenets of social constructionism we are faced with an epistemological 
dilemma: either knowledge is the property of individual minds or it is socially constructed 
between individuals and therefore can be publicly shared. I would argue that both are 
tenable dependent on the lens I choose with which to view the world. What each has in 
common is the belief that knowledge is co-constructed between individuals and groups, 
that is, knowledge does not reside ‘outside’ in an objectivist reality (idealist). Both
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paradigms acknowledge that human existence ‘may be individually interpreted’ and
‘ is socially defined’ (LeCompte in Guba 1990: 254). Both acknowledge that history
both informs the subjectivist reality of the individual and is discovered in the social 
construction of reality at any one moment in time. Lincoln & Guba (1985: 85) argue for 
the constructivist (individualistic) approach that a theory of consensus limited by existing 
external constraints leads the way to tmth being determined by group agreement. 
However, the social constmctionist would argue that any ‘joint-action’ is influenced by a 
‘history of relationship’ and creates a multiplicity of meanings. As Gergen (2000:146) 
argues:
“We are granted possibilities for meaning together by virtue 
of the relationships of which we have been a part.”
In this sense the construction of reality is utterly unique and unrepeatable. Gergen (Hoyt 
1996: 348-9) in conversation with a constmctionist therapist, Michael Hoyt explains the 
social constmctionist position on the self as follows:
“... this is not to say that the social constmctionist doesn’t participate in culture 
and would not use words like soul, intentional choice, cognition, and the like.
Rather, it is to recognise that when we use these utterances we are participating 
in a particular set of cultural traditions, and not pronouncing truth beyond culture 
and history. To say ‘I love you’ is not then a mental state; it is active participation in 
a deeply valued form of relationship.”
Social constuctionism brings a timely corrective to any tradition that would solely 
constmct knowledge of the world on the basis of individual perception or constmction. 
What it eloquently does is to invite us to take into our orbit the possibility of co- 
constructing reality, a dialogue o f‘between-ness’ and therefore a sense of knowing in a 
relational self between individuals and groups.
I have come to the conclusion that I can accept both positions. Each has merit.
In terms of this study, which will partly be focussed on the feelings of individuals and 
organisations, social constmctionism falls short in its explanation of the origin of
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emotion. It tends to treat emotions ‘in an undifferentiated manner, occasionally dividing 
them into positive and negative, hot and cold, active and passive, prescribed and 
proscribed, but rarely explore them in their infinite nuances and subtlety, vigour and 
vitality’ (Gabriel 1999: 214). Is social constructionism one more construct, one more 
subjective conjecture about reality? If so then I would maintain that it may be 
accommodated within the paradigm of constructivism. I am not arguing that as a result of 
two individuals dialoguing together that they do not construct a new reality. However this 
reality can only be perceived by the two dialoguing individuals as creating a new 
construction.
My experience informs that solely to adopt a position of social constructionism is not in 
itself sufficient to explain concepts like the unconscious. Knowledge about human beings 
has been constructed firom others experience and research over many centuries. I accept 
that this knowledge has a significant historical context, a reasoned ontology and 
epistemology. Nevertheless, they are constructions of reality! I am therefore choosing to 
work with a constructivist approach where constructions ‘are resident in the minds of 
individuals’ (Guba and Lincoln, 1989:143). This may be further refined by describing my 
approach as social constructivism. This accommodates the belief ‘that individuals 
mentally construct the world, but they do so largely with categories supplied by social
relationships In effect, we have a new position that borrows from both traditions, and
thereby opens a new range of possibilities’ (Gergen 2000: 237).
Grounded Theory is chosen as the appropriate methodology to examine the social 
interactions of supervisors and their supervisees in organisational contexts. Within this 
dialogue the symbols of communication such as verbal and non-verbal language, social 
constructs and documents will be used to generate a series of hypotheses which in turn 
define the psycho-social process of supervising in organisational contexts. I now turn my 
attention to the explication of Grounded Theory in relation to this chosen research study.
2.5: The Methodology of Grounded Theory
In searching for an appropriate methodology to conduct the research I considered 
phenomenology and heuristics. Both provide a fit for my values and behefs about the 
nature of research and human beings in tiie inter-actions with one another. Whilst both
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methodologies could equally be utiUsed to generate data for the study, neither presented 
me with the possibility of a practical outcome, namely the development of theory to the 
field of practice. There is a sense in which both to some degree are subsumed in 
Grounded Theory. Both are constructivist and rely on inter-subjectivity as ways of 
determining meaning. As suggested by Baker et al (1992:1335) the approaches of 
Grounded Theory and Phenomenology 'both focus on the richness of human experience, 
seek to understand a situation from the subject's own frame of reference, and use flexible 
data collection procedures'. Baker et al further make the distinction in terms of the 
'purposes' of these two methodologies. Whereas Phenomenology is concerned with a 
discovery of the 'essence of things', Grounded Theory allows us 'to discover what is going 
on' and thus to explain a given psychosocial situation. Moustakas (1990: 38) further 
compares Phenomenology with Heuristics:
"Whereas phenomenology permits the researcher to conclude with 
definitive descriptions of the structures of experience, heuristics 
leads to depictions of essential meanings and the portrayal of the 
intrigue and personal significance that imbue the search to know."
Whilst I accept that Grounded Theory will provide me with the opportunity to interpret 
meaning constructed and reconstructed by supervisees and their supervisors of 
organisational supervision, it will also provide the opportunity for 'comparability' and 
'transferability' in a way that neither Heuristics nor Phenomenology expect to provide.
In adopting the approach of Social Constructivism (Gergen 2000) both individual and 
social realities are accommodated.
The specific methodology identified to generate data is Grounded Theory (Glaser and 
Strauss 1967). The phrase 'grounded theory' refers to the fact that theory emerges from 
and remains firmly based in the emerging data. They state their basic position 'that 
generating theory is a way of arriving at theory suited to its supposed uses' (Glaser and 
Strauss, 1967:3). Moustakas (1994:4-5) commenting on Strauss about Grounded Theory 
emphasises:
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"Although the ultimate aim is to construct an integrated theory 
'no sequential steps are laid out in advance'. Each research 
has 'its own detailed sequences' that depend on the data available, 
the interpretations and experience of the researcher, and the 
contingencies that influence and guide the research, both 
personally and professionally (page 24)."
The emergence of data is process driven. This means that any theory emerges out of the 
process of the constituent parts of analysis, more of which will be explained shortly. This 
led Glaser and Strauss (1967) to formulate the notion of 'theory as process, ' that is, theory 
as an ever developing entity, not as a perfected product' (1967: 32). This compares with 
more empirical logico-deductive methods of determining theory which tend to 'freeze' 
loiowledge in static propositions rather than be expressed in 'theory as process' where the 
generation of knowledge and thus theory is seen as developmental and fluid in nature.
Chenitz and Swanson (1986: 3) direct our attention to a fundamental nature of Grounded 
Theory as a rigorously systematic methodology and an apposite tool for understanding the 
basic psycho-social process of a given phenomena:
"... a naturalistic science gaining its reputation by the 
sophisticated way it handles qualitative data gathered in 
the natural, everyday world. It is a rigorous systematic approach 
of data collecting and analysis to study fundamental patterns 
known as basic social-psychological processes which account for 
variation in interaction within a given setting or problem for 
the purpose of generating explanatory theory that furthers 
the understanding of social and psychological phenomena."
2.6: The Use of Technical Literature
Glaser and Strauss (1967) and Strauss and Corbin (1998) and Grounded Theorists 
advocate the suspension of a traditional literature review. McLeod (1998: 93) states the 
case:
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. researchers are not encouraged to review the literature before 
embarking on a study, for fear that over commitment to existing 
theories and concepts may prevent them from making new discoveries”.
However, the literature may be used in a variety of ways.
• In setting the context for the research study -  as Gray (2004: 330) suggests that 
researchers using Grounded Theory ‘will have a competent level of knowledge 
about the area’, and thus use that knowledge to inform tiiis.
• Glaser (1992) supports use of the literature in guiding theoretical sensitivity to 
concepts which already have existed and which seem important within the study
• In helping initial fuelling of the researcher’s motivation and formulation of 
research questions
• In stimulating questions during the analysis stage
• In stimulating questions during the initial interviews
• At the end of the study to confirm and modify exiting theor}^
Using a symbolic interactionist framework as a philosophical basis for the construction of 
meaning will influence the direction of the research in the way the researcher looks for the 
nature of the interaction of the respondents and their relationship to the systems to which 
they relate.
2.7; The Use of Non-Technical literature
Non-technical literature, such as documents, for example, policies, agreements, and 
philosophical statements about the practice and delivery of counselling and supervision in 
organisations, constitute meaningful expressions of the respondent’s social world. This 
does not mean that because words are in print they may be accorded more authority than 
is justifiable. The intention in examining in this context will act as a form of 
‘triangulation’ of data collected in interviews and focus groups. Patton (1990:187) 
identifies ‘data triangulation’ as ‘the use of a variety of data sources in a study’. The 
rationale to use documents is well summed up by Strauss and Corbin (1998: 52):
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“It can be used to supplement interviews and observations. For 
example, much can be learned of an organization, its structure, and 
how it functions (which might not be immediately visible in 
interviews or observations) by studying reports, correspondence 
and internal memos.”
Thus non technical literature can be used to raise questions, and in the production of ideas 
for theoretical sampling. There is a warning about how literature is used in Grounded 
Theory. It can hinder the creativity of the researcher and lure the researcher in forcing 
concepts from the literature to fit the emerging data Its strength lies in its use in analysis 
and conceptualization.
The rationale to use a variety of methods of data collection is provided by Sarantakos 
(2000: 169):
“... obtaining a variety of information on the same issue; 
using the strengths of each method to overcome the deficiencies 
of the other; to achieve a higher degree of validity and reliability; 
and to overcome the deficiencies of single method studies.”
2.8; The Stages of Grounded Theory
Silverman (1993: 46) provides a simplified version of the stages of Grounded Theory:
1. "... an initial attempt to develop categories which illuminate the data
2. "... an attempt to saturate these categories with many appropriate cases in order to 
demonstrate their relevance
3. "... developing these categories into more general analytical frameworks with 
relevance outside the setting".
In attempting to find a clear statement of the stages of Grounded Theory I have been 
guided by the choice of Corbin (1986) after Glaser and Strauss (1967). Having studied the 
texts of Glaser and Strauss (1967), Chenitz and Swanson (1986), Strauss and Corbin 
(1998), the stages suggested by Corbin (1986) encapsulate the essentials of the process.
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Stage 1: Discovering and Developing Categories
My use of in-depth interviewing is a primary method for the initial gathering of data for 
the study of supervision in organisations. Whilst observing the phenomena under study 
would be instructive in the further collection of data, the subject of the study, 
organisational supervision, does not lend itself to such an opportunity. The conduct of 
supervision is a confidential process and not an appropriate one for third party scrutiny. 
Following the precipitation of concepts from in-depth interviewing, concepts begin to be 
generated. The task of the researcher is constantly to be determining the relational aspects 
of the constituent emerging concepts from the data Thus Grounded Theory allows an 
examination and explication of the relational aspects of counselling supervision practised 
by supervisor and supervisee in organisational contexts.
In choosing my respondents I was mindful of Patton’s (1990) notion of'purposefiil 
sampling', the choice of a potentially information rich sample for in-depth study. In 
analysing the data from the in-depth interviews provisional descriptions or concepts are 
recorded with the proviso that the description 'fits' the data. As Glaser and Strauss (1967: 
3) emphasise:
'By "fit" we mean that the categories must be readily (not forcibly) 
applicable to and indicated by the data under study: by "work" we mean 
that they must be meaningfully relevant to and be able to explain the 
behavior under study.'
Corbin and Strauss (1998: 114) define categories as 'concepts, derived from data that 
stand for phenomena... .they answer the question "What is going on here?" '
They further define how categories are described by considering three aspects:
1. the perspective of the analyst
2. the focus of the research and
3. the research context.
'Constant comparative analysis', where the emerging data triggers the researcher to search 
for the confirmation of already established concepts or the discovery of new ones,
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generates two basic kinds of theory: substantive and formal. Formal theory is developed 
for formal or conceptual areas of psychosocial enquiry 'such as stigma, deviant behavior, 
formal organisation, socialization, status congruency, authority and power, reward 
systems or social mobility' (Glaser and Strauss 1967: 32). The study will focus on 
establishing substantive theory as a way of abstracting concepts from particular settings 
for example, in this instance, from the practice of supervision within organisational 
contexts.
The relation of substantive theory to formal theory is one in establishing substantive 
theory from raw data is essential to the emergence of new formal theory or the confirming 
of existing formal theory.
'Constant comparative analysis' generates conceptual categories and their conceptual 
properties which in turn have the potential to create hypotheses expressing generalised 
relations between the properties. The consistent theme of Grounded Theorists (Glaser and 
Strauss 1967; Strauss and Corbin 1998; Chenitz and Swanson 1986) is the constant asking 
of questions of the data ranging from the personal motivation of the researcher to in- 
depth questioning of the emerging data related to the unit of analysis. Such is the process 
by which categories emerge. Thus line by line analysis of the data, based on incidents and 
facts, leads to the formation of initial concepts and abstractions. In turn these lead the 
researcher to formulate core categories. As the data emerges so the researcher begins to 
ask such questions as 'into which category does this concept fit?' The whole process is 
marked by a general saturation of the data.
Further development of categories stems from determining their 'properties and 
dimensions'. 'Properties are the general or specific characteristics or attributes of a 
category, dimensions represent the location of a property along a continuum range' 
(Strauss and Corbin 1998: 117). Dimension is often expressed as time-scale as apphed to 
properties. This process of the first part of theory building may be expressed 
diagrammatically (see figure 2.3, page 72).
To look for similarities and differences between categories is an essential part of 
progression of the analysis of data. This may be performed for discovering initial 
categories and for building others. Using the extant hterature as well as comparing former
71
raw data bits
conceptualising
hypotheses
defining categories
developing categories
dimensions & properties 
of categories
Figure 2.3: Diagram illustrating stages of theory building
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experiences is a useful way of making comparisons. This will in turn form the basis of 
emergent 'substantive categories' which serve to further clarify and extend the sub­
categories.
An essential part of the Grounded Theory methodology is the constant theorising which 
takes place in the recording of'theoretical memos'. Chenitz and Swanson (1986:8) capture 
the essence of this when they record, 'Memos are the written capsules of the analysis and 
serve to store the ideas generated about the data.' Thus for each concept in its 
development an accompanying memo explicates and deepens the possibility of emerging 
hypotheses. The process provides an opportunity for the researcher to stand back from the 
data and examine the relationships between codes and categories.
Stage 2: Theoretical sampling
"Theoretical sampling is the process of data collection for generating 
theory whereby the analyst jointly collects, codes, and analyses his 
data and decides what data to collect next and where to find them, 
in order to develop his theory as it emerges" (Glaser and Strauss 1967: 45)
Sampling in research is based on the notion of'representativeness', how repeatable are the 
phenomena given similar contexts. In Grounded Theory representativeness is sought 
within the emerging categories. Thus, theoretical sampling guides data collection. Both 
data collection and analysis happen at the same time. Strauss and Corbin (1998: 202) 
delineate the purpose of theoretical sampling as 'to maximise opportunities to compare 
events, incidents, or happenings to determine how a category varies in terms of its 
properties and dimensions.'
Knowing where to begin sampling is informed by the researcher's experience and 
knowledge of the area under study. In applying the constant comparative method o f 
analysis (Glaser and Strauss 1967) the researcher is then faced with two questions:
1. what groups or subgroups should form the next data collection?
2. and for what theoretical purpose? (Glaser and Strauss 1967: 47)
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The driver for the choice of further sites to collect data is theoretical relevance, the choice 
must assist the researcher to maximise the generation of as many properties of a category 
as possible and in the relation of categories to each other. This is achieved through a 
reflection on the theoretical memos, the written record of questions, reflections, and 
theoretical linkage of the researcher. The hoped for outcome of this process of constant 
comparison, analysis and reflection will eventually result in 'saturation of data', 'that no 
additional data are being found whereby the sociologist can develop properties of the 
category' (Glaser and Strauss 1967: 61). At this stage of the research I imagined that both 
time and money would influence the point of'saturation'. Further research is always a 
possibility and in no way invalidates the stopping point of collecting data. The next task is 
linkage.
Stage 3: Linking the Categories
So that order can be created from the emerging categories linkages need to be made. This 
process begins early in the research as the researcher has his eye on the relatedness of 
categories and existing theory. This is achieved by constant reflection from the theoretical 
memos. Corbin (1986: 98) does provide a warning that 'making linkages should not begin 
too soon because it tends to foreclose on category emergence and development'. Central 
to this process of linkage is the task of constantly contextualising the phenomenon by 
discovering the relationship between structure and process. 'Structure' asks the question 
what and how, 'process' asks the why. In discussing a way forward in analysing the data to 
move the analyst from coding to theory generation, Swanson (1986) based on Glaser 
(1978) suggested a paradigm or family of theoretical codes he called the six C's- causes, 
contexts, contingencies, consequences, co-variances and conditions. The questions asked 
of the data are:
» What causes this phenomenon to occur?
• What are the consequences of this phenomenon occurring?
• What is the nature of the context where the phenomenon occurs?
• What conditions pertain to the occurrence of this phenomenon?
• What is occurrence of the phenomenon contingent upon?
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• What is the covariance, that is, the relationship between the variables, in this 
phenomenon?
In making connections where relevant to existing theory, Glaser and Strauss (1967) are 
unequivocal in two aspects:
L The 'fit' of theory to data must be 'readily (not forcibly) apphcable to and indicated by 
the data under study' (op. sit. 3).
2. The data must 'work' in that 'they must be meaningfully relevant to and be able to 
explain the behavior under study' (op.sit.3).
Corbin and Strauss (1998: 159) speak of'validating' theory as determined by how well
that abstraction fits with the raw data also  whether anything salient was omitted
fi*om the theoretical scheme'. Thus once the categories have been built and linked it is 
time to begin to formulate the core category.
Stage 4: Identijying the core category
"To understand a basic social process (BSP), it is helpful to first view 
it as a core category" (Fagerhaugh in Chenitz and Swanson 1986:135).
In determining a core category the researcher is moving to a position in which they can 
initially identify one category which is central to the theory, will have occurred frequently 
in the data, is logical in its explanation (fits), is abstract in nature, is capable of growing in 
depth and explanatory power and can explain variation (Corbin and Strauss 1998:147). 
This is arrived at by constant ongoing analysis of data applying the 6 C's of theoretical 
coding. Corbin and Strauss (1998:146) in defining the central or core category write, 'In 
an exaggerated sense, it consists of all the products of analysis condensed into a few 
words that seem to explain what "this research is all about" '.
This formulation of one or more core categories provides the constituent part of 
explaining the psychosocial process - in this study, of'what happens in organisational 
supervision'. The outcomes can be shared with the participant respondents as a way of 
checldng for accurate perception. Other forums for checking and rechecking might
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include peer group, research supervisors and in this study the Elite Focus Group (see 
section 3.6.).
Stage 5: Refining the Theory
The process of integrating and refining theory is the final process before write up and 
presentation. Whilst integrating theory starts as theorising starts, the process of refinement 
is a final task. This consists of trimming of excess data which do not fit the category and 
filling in poorly defined categories to completion. Categories must be capable of internal 
variation and be tested for 'negative cases’ to ensure a credibilty for the proposed theory. 
This will go some way towards the theory's test of reliability. Whilst acknowledging a 
traditional expectation of reliability is that the study can be replicated (Kerlinger 1973), 
the lack of replicability in using Grounded Theory is a major critique of this methodology. 
Chenitz and Swanson (1986: 13) suggest that a more appropriate question to ask about 
Grounded Theory would be, 'If I apply this theory to a similar situation will it work, that 
is, allow me to interpret, understand, and predict phenomena?'
In defence of naturalistic inquiry, Lincoln and Guba (1985: 219) citing Guba (1981) 
convey four new terms by which Grounded Theoiy, as encompassing a naturalistic 
epistemology, can be evaluated- 'these he has named "credibility (in place of internal 
validity), "transferability" (in place of external validity), "dependability" (in place of 
reliability) and "confirmability" (in place of objectivity)’. He further suggests that 
triangulation, negative case analysis and member checking can be used to establish 
credibility; thick description, to facilitate transferability; and auditing to establish 
dependability and confirmability.
In conclusion of this section I include Lincoln and Guba’s (1985:188) diagrammatic flow 
of naturalistic inquiry as a summation and this is illustrated in Figure 2.4 on page 77.
"When we assert that qualitative methods come more easily to hand when 
the instrument is a human being, we mean that the human-as instrument 
is inclined towards methods that are extensions of normal human activities: 
looking, listening, speaking, reading, and the like. We believe that the 
human will tend, therefore, toward interviewing, observing, mining available
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documents and records, taking account of non-verbal cues, and interpreting 
inadvertent unobtrusive measures." (Lincoln and Guba, 1985: 199)
It is intended to use three methods of data collection in the study - in-depth interviewing, 
using a focus group and organisational documentation about organisational supervision. I 
shall address each in turn.
2.9: The Methods 
2.9.1: The In-depth Interview
Kahn and Cannell (1957) cited by Marshall and Rossman (1999: 108) describe 
interviewing as a 'conversation with a purpose'. Kavale (1983: 174-5) describes the 
qualitative or open-ended interview as one:
"... .whose purpose is to gather descriptions of the life-world 
of the interviewee with respect to interpretation of the meaning 
of the described phenomena... .neither in the interview phase nor 
in the later analysis is the purpose to obtain quantifiable responses."
Mason (1998), Gregory (2000) and others advise that the choice of interview as a method 
of data collection must be related to the researcher's ontological and epistemological 
positions. I believe that practitioners' knowledge, understandings and interpretations are 
meaningful properties of social reality, and can best be ascertained by interviewing. In 
addition I believe that practitioners' knowledge and evidence are 'contextual, situational 
and interactional' (Mason 1998: 400). Within the methodology of Grounded Theory there 
is a reliance on the skill of the interviewer to minimise the prompting of the interviewee 
by the introduction of concept and theory. This signifies one of the chief limitations of in- 
depth interviewing as a major collection of data. Effective collection of data relies on the 
skill of the interviewer and is thus open to considerable bias. The respondent may set out 
to please the researcher by responding accordingly. The respondent may request 
unreasonable reciprocity from the researcher. The uncommunicative, the over 
communicative, the high-status, the would-be interviewer respondent will all influence the 
process of interviewing in different ways (King 1994).
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Whilst for positivists interviews are for obtaining facts about the social world of people, 
for the symbolic interactionist the interview is for a focused interaction resulting in 
mutual understanding through inter-subjective depth. Denzin (1970) offers three reasons 
for using in-depth interviews;
1. It allows respondents to use their 'unique ways of defining the world' (Denzin, 1970: 
125).
2. It assumes that no fixed sequence of questions is suitable to all respondents.
3. It allows respondents to 'raise important issues not contained in the schedule' {ibid). 
Cited by Silverman (1997: 95).
In critiquing this stance of interactionism it would be facile to believe that there was not 
some form of social control in the questions and in the manner in which the questions 
were asked. Again, Silverman ((2000:10-11) is challenging when he asks of the nature of 
interviewing- do I believe I am accessing 'direct experiences' of the respondents or as 
'actively constructed narratives involving activities which themselves demand analysis'? 
The experiences I am accessing are the remembered re-constructions of the experiences. 
As such they are the nearest perception that the respondent can access at that moment. 
Perceptions may be changed and modified as the interview progresses or later when the 
transcript is examined or the respondent further interviewed.
Clear and open contracting (Patton 1990: 355) is pivotal to establishing good practice in 
interviewing. Contracting includes three elements - administrative, professional and 
psychological. Administrative contracting has addressed issues of a suitable venue, the 
use of a mini disc recorder, gaining written consent, and how long the interview will take, 
the arrangements for the sending and reading of transcripts with time scales etc. The 
professional contract has been expressed in explaining to the respondent the purpose of 
the research, the nature of the interview, how the data will be fed back to the individual 
and the organisation. The most potentially challenging part of the psychological aspect is 
the psychological contract. Here attention is given to issues of confidentiality expressed in 
the collection and analysis and pubhcation of data, how to manage distressing experiences 
of the respondent, permissions not to answer some questions or asked for elaboration. I 
have indicated my professional adherence to the Code of Ethics and Practice of my
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membership of two professional organisations. The British Association for Counselling 
and Psychotherapy and The Association of Humanistic Psychology Practitioners.
2,9.2: Focus Groups
Merton, Fiske and Kendall (1956) cited by Fontana and Frey in Denzin and Lincoln 
(1994: 364) were the pioneers of this method. They coined the term "focus group" to 
apply to a situation in which the interviewer asks group members very specific questions 
about a topic after considerable research has been accomplished’. Their purpose in this 
study is both to use them as respondents and to c^italise on existing expertise in the field 
of study through focussed discussion of the emerging data collected from one to one in- 
depth interviews. This dialogue will form another important strand in the process of 
theoretical sampling where categories are extensively explored to guide emerging theory.
Kineger (1994: 37) identifies the following characteristics of the focus group:
“1. Focus groups involve homogeneous people in a social interaction 
in a series of discussions.
2. The purpose of focus groups is to collect qualitative data from a 
focussed discussion.
3. Focus groups are a qualitative approach to gathering information.”
One ‘elite’ homogeneous group consisting of three experienced supervisors (who are also 
supervisees), all who have published and trained in the field of supervision, will be 
consulted on two occasions. In the first meeting I will consult with them about my initial 
substantive categories. On the second occasion we will explore the psychosocial process 
and the major sub-categories. Both occasions will be used for the process of theoretical 
sampling. This process will be replicated in two further meetings with two focus groups, 
one consisting of supervisors and one of supervisees from the same organisation. It will 
be useful to compare in different roles the differing constructions of the same phenomena. 
This element will build on other 'information rich cases ‘(Patton 1990). As Denzin 
(1989b) cited by Denzin and Lincoln (1994: 365) attests 'group interviews can also be 
used for purposes or employed with other data gathering techniques’. Again the two
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groups, one of supervisees and one of supervisors, will be used as part of a process of 
theoretical sampling.
The limitations of this method are well documented by Merton et al (1956) cited by 
Denzin and Lincoln (1994; 365) in that the interviewer needs good interpersonal skills 
in managing to keep one person from dominating the discussion; encourage quieter 
members to contribute; and ensure that all group members contribute.
Kreuger (1994; 36) warns the researcher of the potential difficulty in analysing the data 
because of the temptation to lift and interpret comments out of context and of reaching 
premature conclusions. A key skill of the interviewer is to manage the group dynamic as 
well as ensure that the task is accomplished. I must pay attention to my feelings working 
with such an elite focus group who for many years in different ways have been my 
mentors. The sessions are to be recorded on micro-disk. The contractual elements 
aforementioned are to be applied. Marshall and Rossman (1999: 115) provided timely 
advice in terms of the analysis of the collected data- 'the data are difficult to analyse, 
because context is essential to understanding the participants' comments'.
2.10: Conclusion
This chapter has outlined the philosophical rationale for choosing the qualitative genre. 
WitWn that genre I have outlined my reasons for choosing the methodology of Grounded 
Theory. This is linked intrinsically to the Symbolic Interactionist approach within a 
constructivist paradigm whilst recognising the position of Social Constructivism as 
inclusive of individual construction using categories supplied by social relationships.
Such a genre reflects the values and beliefs of the researcher. The Grounded Theory 
methodology allows for both a rigorous approach for collecting and analysing data as well 
as a purposeful outcome for the research, namely, to add substantially to the literature in 
this under-researched area of practice. I have chosen a triangulation of data collection 
using the methods of in-depth interview, focus groups and document analysis. I believe 
such methods provide one of the best ways of uncovering the psycho-social processes at 
work in organisational supervision. They are also congruent with the values and beliefs of 
the research and the researcher. To assist me to accomplish this task I have used the 
classical texts of Glaser and Strauss (1967) as well as the further works of Corbin and
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Strauss (1998) specifically focussed on the Grounded Theory approach. Lincoln and Guha 
(1985) and Denzin and Lincoln (1994) and others have provided a grounding in 
philosophical underpinning.
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CHAPTERS
APPLYING GROUNDED THEORY 
3.1: Introduction.
In the Introductory Chapter (1)1 set out the reason motivating the research, namely my 
experience working as an organisational supervisor and having the opportunity to reflect 
on this in one context as part of a chapter in Counselling Supervision in Context (Towler 
1999). My experiences had reflected a tendency for both counsellors and supervisors to 
have negative experiences largely, I conjectured, due to the influence of the culture of the 
organisation. Rather than make assumptions about how this happened I had wanted to 
research this phenomenon and discover how other supervisors and their supervisees had 
made sense of what had been happening to them in the context of doing supervision. In 
this chapter I shall explain how I went about this task and describe questions relating to:
3.2. Selection and access to the research sites
3.3. Ethical concerns
3.4. Sampling
3.5. The use of in-depth interviews
3.6. Focus Groups
3.7. Using informal observation and training workshops to explore the 
research phenomenon
3.8.. Initial sorting of data from codes to categories
3.9. Reflexivity
3.10. Triangulation of data
3.11. Conclusion
Figure 3.1 on page 84 sets out in diagrammatic form the progress of the research.
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3.2: Selection and access to the research sites.
The selection of the first research site had been motivated by an already established 
relationship with the Employee Health Services of a commercial organisation. I had been 
Course Director on a Diploma Course in Organisational Counselling of Roehampton 
University of Surrey for the last three years. I had had an opportunity to listen to the 
students talk about the organisation and had realised the potential richness of the chosen 
site. I had established a good working relationship with the Principal Welfare Adviser 
who had managed the Employee Health Services. Having assisted in the setting up and 
working as a counsellor for a Human Consultancy organisation for clients from the 
financial sector of the City of London, I had a good inside working knowledge of both 
counselling and supervision in organisational contexts.
The criteria of Marshall and Rossman (1999: 69) fitted well in the choice of a ‘realistic 
site’ :
“A realistic site is where (a) entry is possible; (b) there is high probability 
that a rich mix of processes, people, programs, interactions, and structures 
of interest are present; (c) the researcher is likely to be able to build trusting 
relations with the participants in the study; and (d) data quality and 
credibility of the study are reasonably assured.”
The senior managers of the Employee Health Services had responded favourably to my 
request to conduct a series of interviews both with their supervisees and external 
supervisors on two conditions:
1. tiiat I gained the permission of the University’s Advisory Committee on Ethics;
2. that I consulted with the organisation before any publication of the results of the 
study.
In pursuit of the first condition I had experienced a considerably protracted process. After 
three months it had resulted in a successful application. As a result of my apphcation the
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Advisory Committee had re-thought ho'w the process might be streamlined via the 
particular School or Department of the student
The Employee Health Services had employed about 48 welfare advisors of which some 
24 are now trained and qualified counsellors. Each counsellor had been required to attend 
a monthly hourly one-to-one supervision and a peer group supervision session of two 
hours per month. BACP accredited external supervisors for one-to-one supervision had 
been appointed by the Principal Welfare Officer usually after consultation with the 
supervisees.
Part of the choice had been motivated by an already established relationship with one of 
the senior managers of the organisation and knowledge and contact with some of the 
employees. A criticism could be levelled that I already knew some of respondents in 
another role, as their course tutor. Whilst there are elements of a hierarchical relationship 
with the inherent differences of power dynamics, my experience had heen of a much more 
co-operative relationship.
My first trawl of supervisors for the study had been to select those who worked externally 
to the Employee Health Service organisation. I had had no initial contact with these 
supervisors.
The selection of two supervisees (working internally) and two supervisors (working 
externally) from Employee Health Services organisation had followed as a result of my 
request to the Principal Welfare Officer for a complete list of supervisees and their 
supervisors. Out of an approach to three supervisees and three supervisors, one supervisee 
and one supervisor had declined to be interviewed without stated reasons.
In addition I had made a mistake in interviewing a manager thinking that this material had 
fallen within the remit of my research questions. After consulting with my University 
supervisor it had been clear that the interview could only be used as a triangulation of data 
alongside an examination of documentation.
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The next two interviews had heen achieved on a second site with a voluntary drug and 
alcohol counselling service where supervisors who had been internal and external to the 
service had been appointed by the service. This had provided a different context and a 
different configuration of how supervision had been offered in that I had chosen to 
interview an internal supervisee and internal supervisor, from within the staff of the 
service compared to being external to the service as with the Employee Health services of 
the commercial organisation. The internal supervisor had had multiple roles of trainer, 
line manager and counsellor.
The voluntary organisation employed 18 qualified counsellors and five trained 
supervisors on a largely part-time basis operating on three major sites in a southern 
county with a number of smaller satellite centres for easy access of the client group. They 
had been funded from local and national financial initiatives and had advertised 
themselves as a service for ‘a Multi-Cultural Society’. Their client group had self referred 
and had been referred from voluntary and statutory agencies in the geographical area.
With both the commercial Employee Health services and the Voluntary Drug and Alcohol 
Service I had been offered 100% co-operation following my formal approaches to 
management (see letter in Appendix 1). A further two interviews had been sought from a 
psychiatiic unit. Contact with this site had never been realised.
Following my initial coding and discovery of initial categories and after consultation with 
the participants of my Focus Group, I had decided to apply for access to further sites, an 
EAP (Employee Assistance Programme) and to compare and contrast the experience of 
supervision in another voluntary organisation, a Church Pastoral Counselling Service 
(comparative analysis).
The EAPA (Employee Assistance Programme Association 1994) defines an EAP as:
“a mechanism for making counselling and other forms of 
assistance available to a designated workforce on a systematic and 
uniform basis, and to recognised standards”.
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Berridge, Copper & Highly-Marchington (1997: 23) commenting on the relationship 
between counselling and organisational contexts of commerce and industry report:
“The generic activity of counselling does not sit easily with 
many of the dominant values in organisations, such as those 
of aggression, entrepreneurialism, achievement and close 
control. Indeed, counselling or an EAP may be seen cynically 
as an organisational antidote or ‘Bandaid’ to mitigate the ravages 
of such values among the staff members”.
Within the commercial EAP the counselling intervention had accorded with a social- 
psychological model as compared with a more medical-scientific model of psychotherapy 
intervention. The EAP had provided a time-limited counselling intervention of four 
sessions for each designated employee of the customer company. In negotiated 
circumstances there may have been extensions to the number of sessions. This had been 
controlled by the initial contract with the customer organisation and through the guidance 
of the EAP’s case manager (clinician). Opportunities had been available for external 
ongoing referral for clients faced with deep seated problems or crisis characteristics.
Counsellors had been recruited on the basis of qualification and accreditation, and through 
proof that they had received regular counselling supervision for their work. There had 
been no monitoring of the suitability or otherwise of supervisors of the selected 
counsellors. There had been no apparent contact between the EAP and the supervisors.
The selected counsellors had been paid for their services by the EAP. Supervisors had 
been paid on a private basis by the counsellors and had been chosen by the counsellor.
I had interviewed two counsellors from the commercial EAP, one having had a dual role 
of counsellor and case manager. In addition I had chosen to interview a supervisor of 
counsellors who had worked for a number of EAPs in order to mine for a richness of data 
with the possibility of discovering different supervisory experiences in a number of EAPs. 
Within my sampling I had chosen to interview a case manager to discover to what extent 
they had exercised a supervisory role of the counsellors.
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Access to the Church Counselling Service had resulted in two interviews-one with a 
trainee counsellor and one with an experienced ‘seasoned’ supervisor. The Church 
Counselling Service had been sponsored by the local churches and had been a community 
resource available to all members of the local community including the churches.
When I had felt that the categories had been saturated I had called two Focus Groups, one 
of supervisees and one of supervisors from a local authority employee helpline. Each 
group had consisted of four members. This had seemed a valuable opportunity to both 
interview supervisees and supervisors and use the group for a discussion of my categories 
for verification.
The final count of interviews had been as follows:
1. Large public service commercial organisation -  2 internal counsellors and 2 external 
supervisors
2. Voluntary Drugs and Alcohol Counselling Services -1  internal counsellor and 1 
internal supervisor with multiple roles
3. Small two site voluntary church based counselling service -  1 mtemal counsellor and 1 
extemal supervisor
4. Large national EAP -  1 mtemal counsellor with multiple roles and 1 extemal associate 
counsellor and 1 Case Manager holding part supervisory responsibility
5. An elite focus group -  3 nationally well known researchers and writers about 
supervision -  two group sessions
6. Focus groups -  one group consisting of 4 counsellors similar to internal associates and 
one group of extemal supervisors from an intemal EAP of a local authority..........
 a total count of 12 counsellors/supervisees and 10 supervisors.
3.3: Ethical Concerns.
Awareness of the researcher as the instrument in qualitative research brings with it 
concem for inter-personal and ethical issues. Sarantakos (2000:22-24) highlights two 
areas for ethical consideration:
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• the researcher -  respondent relationship
• the researcher -  researcher relationship
In the former he includes proper identification of the researcher, open information 
including types of questions and likely sensitive areas, concem for the welfare of the 
respondent, free and informed consent, the right to privacy, the right to anonymity and the 
right to confidentiality. In the latter he draws attention to any misleading ascription to 
authorship, misuse of the researcher’s role and authority, and the plagiarism of others’ 
texts.
In negotiating entry into all sites I had followed the procedure of writing a letter to the 
managers of the identified services to gain access to tiieir practitioners. The approach to 
the Employee Health Services organisation had resulted in the need to gain permission 
from the University’s Advisory Ethics Committee which had been granted. In negotiating 
entry to each site a carefully constmcted letter (Appendix II) had included the following 
information:
1. An introduction of myself as the researcher with the support of my supervisor and 
the department of education of the University of Suirey
2. The purpose of the letter, that is, to seek permission to conduct a series of 
interviews with practitioners
3. Identifying the methodology and chosen methods for conducting the research 
including length of interviews, transcribing and follow up
4. Identifying the intended outcomes of the research and how this information will 
be disseminated/ published
5. The boundaries of confidentiality and information sharing with regard to the 
individual respondents and the organisation
6. The offer to debrief if necessary
7. The securing of tapes and documentation
In presenting myself to the respondents I had been careful to outline to them that as a 
practitioner for my daily work I had shared the roles both of being a supervisor of 
organisational counsellors and also of being a supervisee. I had been aware of the power
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differential. Holloway (1995: 32) provides French and Raven’s 1960 classification of how 
power characterises the supervisory relationship. In applying this to the researcher - 
respondent relationship it inherently holds thiee kinds of power based on this 
classification:
« Legitimate power based on the researcher’s perceived trustworthiness as a 
professional, socially sanctioned provider of services 
a Expert power attributed to the researcher because of his or her mastery of the 
knowledge and skills of research 
• Referent power derived fi'om the researcher’s inter-personal attraction.
Power exercised in the researcher -  respondent relationship shifts and must always remain 
flexible as the respondent remains their own expert in terms of their constructions of 
reality. I had found it a humbling experience in some interviews to have made what I 
thought was an accurate summary or reflection only to have been corrected by the 
respondent.
Also, I had shared membership and accreditation both as therapist and supervisor of the 
same professional body, the British Association for Counselling and Psychotherapy which 
had been an indication of shared expert power.
Archbold in Chenitz and Swanson (1986: 160) commenting on the use of intensive 
interviews with respondents, eloquently makes the point that such in-depth interviews 
may well have the effect of changing the respondent’s views on phenomena.
Because the nature of the subjects of supervision and counselling can be painful, I had 
been aware of a reticence in asking some respondents to elaborate on providing examples 
of negative experiences which might be useful in explaining their construction of what 
had happened in organisational counselling and supervision. I had been careful to radicate 
at the onset of the interviews that should they not have wished to answer any question or 
stop the tape at any time this had been their prerogative without prejudice. Appendices I, 
III and IV indicate how this was practically managed by documentation.
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3.4: Sampling.
The target population had been counselling supervisors and supervisees, some of who had 
worked for, and others within organisational settings. They had fallen within the category 
o f ‘purposeful intensity sampling’ identified by Patton (1990:171-2). The choice of 
information-rich cases had been drawn in the Employee Health Services organisation 
from an employee list of those who had been supervisees and had been currently using 
supervision as part of their work pattern, and from a list of extemal supervisors employed 
by the organisation for their counsellors. There had been a deliberate attempt not to 
interview any supervisor or supervisee in the same supervisory relationship.
From an initial analysis of these interviews one factor had emerged which had seemed 
worthy of fiirther exploration in future sampling. One supervisor from an organisation 
who had also worked with counsellors in the voluntary sector, had disclosed that she had 
felt that organisational culture was instrumental in how she felt about her supervising in 
different organisations. As a first example of choosing a possible ‘deviant case’ I had 
chosen to interview a counsellor and supervisor from a Church Counselling Service. My 
assumption and experience of working within the church institution had been that this 
would provide a contrast to that of a highly pressurised public service.
In the Alcohol and Drugs Counselling and Information service one supervisee and one 
supervisor had responded positively. Again, they had not been in the same supervisory 
relationship.
An elite focus group of three nationally distinguished professionals, all therapists and 
supervisors, had guided the theoretical sampling from this point. So whilst the sampling 
had been purposeful as means of seeking:
“ ...our group, settings and individuals where....the processes
being studied are most likely to occur” (Denzin and Lincoln 1994: 202)
selection of respondents from an EAP organisation had been determined by the training 
manager who had provided the names of willing participants. Again the Church
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Counselling Service which had been a relatively small operation, self had selected two 
participants, a supervisor and a supervisee.
At no point in the sampling process had there been any intention to choose potential 
respondents on the basis of having been representative of all others within their respective 
organisations. They had been chosen with the intention of plumbing the depths of 
respondents’ understanding of the psychosocial process o f‘what happens in 
organisational supervision?’
The process of analysis informing future theoretical sampling had been guided with 
discussions with my University Supervisor, a colleague from another field of study who 
had been using the Grounded Theory Methodology, and a Chartered 
Psychologist/Supervisor, members of focus groups and discussions with conference 
participants at two workshops, hi addition, discussions had taken place with a peer 
colleague who had helped me clarify my interpretations and explore my findings. A 
constant dialogue with peer supervisors and supervisees had informed me of both fit and 
relevance of the theoretical categories which I had uncovered. Figure 3.1 (page 84) gives 
an indication of the process of the research.
3.5: Using in depth-interviewing for data collection.
The in-depth interview had been chosen as the most appropriate instrument to obtain an 
answer to the question ‘what happens in organisational supervision?’ Kahn and Cannell 
(1957) cited by Marshall and Rossman (1999: 108) describe interviewing as ‘a 
conversation with a purpose’. The stated purpose in all the documentation received by the 
respondents had been to understand from their perspective either as supervisor or as 
supervisee ‘what happens in organisational supervision?’
All interviews had been carried out in locations chosen by the respondents. I had asked 
that the interviews should be set up in private spaces where the opportunity for 
interruption would have been minimised, and where there had been an electrical socket 
for the mini recorder. It had been this piece of equipment that caused me the greatest
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angst in the first few interviews. Because the first interview I had conducted did not 
record, I had always been hyper-vigilant at the beginning of interviews to make sure that 
the disc had been recording. This had provided a possible negative distraction for the 
respondent but also a positive one in that it had provided a level of rapport built on my 
own sense of vulnerability in working sophisticated electrical equipment!
My intention had been to use a variety of interventions informed by Heron’s (2001) Six 
Category Intervention Analysis with a focus on making summaries and using reflections 
to check for accuracy of listening and checking for understanding (catalytic intervention). 
In reflecting on the tapes and transcripts I had been aware of a tendency in the first 
interviews to interpret and from time to time to lapse into jargon. Whilst professionals had 
used codes I could not assume that their precise use of the code would always be the same 
as my own.
The interviews had been always preceded by gaining the consent (Appendix III) of the 
respondent through checking whether the respondent had understood all that had been 
asked of them. This had included reminding the respondents that they could ask for the 
recorder to be stopped at any time of their choosing, and that if they had not wished to 
answer a question it would be perfectly in order for them not to do so.
Towards the end of the interview I had reminded them of closure and had asked them to 
share anything that they had wished, particularly about areas of supervision which had not 
arisen as part of the interview. I am aware that, although I had emphasised aspects of 
confidentiality with regard to safety of discs and storing of documents, I had not paid 
sufficient attention to coding their scripts save by their first initial. This had been 
something that I had subsequently amended.
The first question I had asked all respondents had been to tell me in their own words 
‘what happens in organisational supervision?’ I had allowed the interviews to proceed 
largely on the basis of their responses. When I had felt that the respondents had exhausted 
particular avenues, I had introduced differing aspects which had related to their 
experience of supervision within their particular context. The focus of the research had 
been to precipitate an understanding of how supervision had unfolded in the psycho-social
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context of the particular supervisory relationship between supervisor and supervisee and 
the particular organisation.
All interviews had been transcribed with accompanying coding, and theoretical memos. 
Examples of this process will be found later in this chapter (Tables 1.2 & 1.3 on pages 99- 
104).
In critiquing my style of interviewing I had been aware of how leading some of my 
questions had been. I had been reminded of Patton’s (1990: 295) charge that ‘the way a 
question is worded is one of the most important elements determining how the 
interviewee will respond’. I had been also aware of how unhelpfully long some of my 
responses had been, and a demonstration of my own bias in working in this area of 
supervision. What I had been reminded of had been that an interview is a co-construction 
of reality and as such the respondent would have been as much managing their response 
to my constructions as well as deciding the meaning of their own. This had been an aspect 
of interviewing kept under review throughout the process. This aspect is furthered 
explored in section 3.9 Reflexivity.
What had preoccupied me throughout the research had been my ability to manage my 
computers. I had sought the assistance of others to reassure me in this task. I had lost one 
or two parts of transcripts through ignorance of using software. Again as the research 
continued I had kept this aspect under review.
3.6; Focus Groups
The Elite Focus Group had consisted of three nationally well known professional 
supervisors, each of whom had extensively written and published about counselling and 
psychotherapy supervision. I had used the Elite Focus Group for two tasks:
1. to interview the group members about their perceptions of ‘what happens 
in organisational supervision?’ and
2. to consult with them about future comparative analysis and use them as part of 
theoretical sampling
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Previous to the session they had received sections of my MPhil upgrade document which 
had included an introduction to the research, an outline of the methodology, methods and 
the references. The whole interview had been recorded on min-disc, and transcriptions 
had been sent to the three participants for their comment and feedback.
As a result of coding from part 1 of the session I had found that the categories identified 
had been congruent with those already uncovered in previous interviews. What had been 
different from most of the other interviews had been the high level of conceptualisation by 
the participants. I had been struck by the level of reflection and critical evaluation of their 
experience.
In the section on Reflexivity (3.9) I have quoted parts of our dialogue as it had 
demonstrated the level of challenge to my assumptions which I had found both refreshing 
and instructive for my future interviews. My initial anxieties in managing such an expert 
group had been dissipated by a spirit of generosity and good manners on their part in 
maintaining a high level of awareness and sensitive responsiveness to each other’s 
contributions. This had made the job of facilitation both easy and enriching.
In part two of the interview I had invited them to reflect on the categories to date and had 
asked them how much with which they had concurred or differed from their own 
experience as supervisors and supervisees. Again there had been general agreement vrith 
the exception of ‘the self developing strategies of the supervisor’. On reflection this had 
made sense in that all had been ‘master craftsmen’ (Hawkins & Shohet 1991) who had 
demonstrated a wide experience of their craft.
I had further consulted with them as part of my theoretical sampling and comparative 
analysis as a way of discovering ‘theoretical relevance’ (Glaser and Strauss 1967: 49) of 
emerging categories based on initial concepts developed from the first set of interviews of 
supervisees and supervisors. The group members had raised the issue of groups and teams 
as forming possible future research samples. Having thought long and hard about this I 
had pigeon-holed the idea as a sample for further research! To extend the sampling to 
groups and teams would have widened the scope of the research beyond manageable 
limits for this research project.
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The decision to have interviewed and used two Focus Groups (supervisees and 
supervisors) from the same organisation had been a valuable exercise in getting a feel for 
perceptions of supervision in the same context but from different roles, supervisee and 
supervisor. The supervisee group had been chosen by the counselling service manager 
from 40 counsellors. There had been four extemal supervisors forming the supervisor 
team.
A major part of meeting the supervisee group and supervisor group had been for the 
purpose of theoretical sampling. Both groups had been presented with my final theoretical 
categories and my emerging basic psychosocial process. It had been in both groups that I 
had become attuned to an evolving sense of the concepts of assimilation and acculturation 
as I had discovered mdividuals at different points of a continuum from unawareness 
(denial) to appropriate acculturation of the organisational setting.
3.7: Using informal observation and training events to explore the phenomenon
My daily work involved me in supervising in organisational contexts. Two of these 
contexts had been uniformed organisations -  three large public service uniformed 
organisations. Other significant sites for my observation had included civil service 
organisations. What had exercised me most in this process had been not to force 
theoretical explanations on the data collected from the interviews. My supervision notes 
had provided a rich source of these informal observations. Here I had recorded by location 
and individual the content, awareness and outcomes of the supervision encounter. From 
time to time I had recorded significant reflections of the encounter.
I had also had the opportunity to present my findings to two workshops at national 
conferences -  the British Association for Counselling and Psychotherapy division of 
Counselling at Work and the Westminster Pastoral Foundation, and engaging participants’ 
reflection and feedback. Again, I had taken these events as an opportunity for theoretical 
sampling where I had shared my tentative theoretical categories with supervisors and 
supervisees. This had exercised me in clarifying the meaning of my categories and gave 
an indication that such categories largely had fallen within the understanding of the 
participants’ experience of organisational supervision.
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3.8: The sorting of data from codes to categories
I had made several attempts at initial coding. At times I had found this an overwhelming 
process with the mass of data and ideas competing for attention and understanding. I had 
included theoretical references in the theoretical memos to demonstrate an appropriate use 
of existing literature. In Grounded Theory existing theory is used as an analytic tool. 
Grounded Theorists recognise the bias of the researcher. Following Sandelowski (1993), 
Strauss and Corbin (1998: 47) assert ‘that the theories we carry within our heads inform 
our research in multiple ways, even if we use them quite un-self-consciously’. Further, 
quoting Dey (1993) they encourage the researcher ‘to use accumulated knowledge, not 
dispense with it. The issue is not whether to use existing knowledge, but how.’ (op.cit.). 
Such knowledge is not to be contused with Grand Theory which can be verified and 
replicated in different contexts. Rather the knowledge which Grounded Theory produces 
is both atheroretical and ahistorical in the sense of being ‘pragmatic and relevant in 
specific contexts’ (McLeod 2003: 89).
An initial isolation of descriptive codes by examining the transcript line by line had led to 
a further distillation into more conceptual categories. These had been accomplished by a 
series of exercises using post-it notes in which 206 codes from the supervisee interviews 
and 132 codes from the supervisor interviews had been reduced to 7 categories.
The two extracts from interviews (Tables 1.1 and 1.2 on pages 99-104) with a supervisee 
(R.1), and a supervisor (R.5) give an indication of how data information from 
interviewees had been open coded with theoretical memos. ‘JT’ in each interview is the 
‘researcher’. Concepts are underlined.
My initial attempts at analysing the transcripts had been refined as a result of my 
academic supervision sessions, discussion with colleagues and re-visiting the interviews. 
Whilst I had been able to identify descriptive codes I had been unnecessarily selective, 
and had therefore potentially missed significant elements in the data. Further attempts to 
fully analyse all the transcripts had been completed.
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Text of Interview Open Coding Theoretical Memos
JT: So how do you experience 
Organisational Supervision?
R.1: As I say, I have only been 
having supervision now for the 
majority of this year, so that’s been 
quite a new experience for me. Prior 
to that I used to have supervision 
with two or Aree of my peers and 
Aat used to be just once every six 
weeks and we used to have an horn 
and a half and share Aat. And Aat 
had been going on for about three 
years, so I was very used to that 
supervisor and had a great rapport 
and confidence in her. And also in 
my colleagues because we all knew 
Ae ground-rules. Wlien I started 
having couns... supervision with 
my present supervisor, it really 
threw me because I didn’t know 
what was expected and I really 
didn’t know her and I felt veiy 
reluctant at first when I suppose I 
was care&lly sounding her out and 
weighmg her up and started to make 
decisions about whether I could 
work with her or not. So m the first 
few weeks I don’t really Aink I got 
an awfully lot out of it. It was, I was 
going Aere, we were talking about 
thmgs but as I say it was very 
exploratory.
JT: So can I just stop you Aere for 
a moment because... Aere 
seemed... you are saying something 
which may imply someAmg about 
Ae choice, Ae fact that you didn’t 
have the choice o f a supervisor and 
Aat Aat first period with Ae 
supervisor was very much about 
building trust and also you being 
unsure because you were in a 
different configuration-you said 
before you were in a group and then 
you were one to one... is that right?
R.1: Yes the dynamics were very 
different, uhm I had had a certam 
amount of choice in selection but 
only in so far as I had a list...and I 
sort of ran down people and I was 
trying to find someone in the area 
and the reason I chose this one was 
that she had already given 
supervision to a colleague in a
1
New experience of 1:1 supervision 
comparing with her supervision in a 
group
Rapport and confidence related to 
being ‘used’ to supervisor 
3
Knowing the ‘ground-rules of 
supervision creates rapport and 
confidence in supervisor and peers. 
Not knowing ground-rules resulted 
in being ‘thrown’ and reluctance.
Sounding her out and weighing her
m5
In early stages of supervision not 
getting a lot out of supervision.
6
Early on in supervision supervisee 
ejqierience is of exploratory cp. 
depth.
Early on in relationship different 
dynamics experienced by 
superyisee.
8
Choice m selection of  supervisor 
made by supervise
Bemg new to supervision tells me 
she has little experience of 
supervision o f 1:1. She has been in 
a group with her peers. She has also 
had experience of being facilitated 
in group supervision. Tliis 
experience was good for R.1. Wliat 
she experienced was good rapport 
and the confidence which followed. 
This confidence was also m her 
colleagues because she knew the 
groundrules. This sounds like good 
contracting on the part of Ae 
supervisor (Sills 1997; Towler 
1999; Carroll 1997. Gilbert & 
Evans 2000 etc). It also begs Ae 
philosophical question of what kind 
oflcnowing?
When R.1. started with a new 
supervisor was she thrown because 
of the 1:1 and/or contracting? It 
sounds also like an anxiety on her 
part about how to be a supervisee 
(Skovholt & Ronnestad 1992; 
Proctor in Dryden & Thome 1991) 
Was she reluctant because she had 
been sent and therefore not taking 
responsibility for her supervision? 
This also tells me that trust has to 
be worked at.
R. I’s expectation is about working 
in depth because she says initially 
supervision was exploratory.
The dynamics are different in 1:1 
cp. Group. She would be more 
exposed maybe than in the group. 
Reluctance seems to be linked to 
her ambivalence about how this 
supervisor was chosen. This seems
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Text of Intemew
similar situation to myself some 
years ago and I felt that it was 
important that she had some 
understanding of Ae organisation 
because that, our organisation is a 
bit odd and it can take an awful 
long time for people to grasp what 
goes on internally
JT: So when you say it’s a bit odd 
you are also saying it’s unique
R.1: Oh! Yes, definitely unique.
JT: And someAiiig about its
uniqueness about any organisation 
really, Aat are you saying that 
supervisors need to know about?
R.1:1 think so. I think I expect from 
her and any other supervisor to have 
an understanding about the work I 
am doing, the possible clients and 
where they may be coming from, 
but also about the organisation 
because we are very much in which 
a number of different businesses 
under one umbrella, and each 
business has it own unique style
JT: mat...?
R.1: So... what may be appropriate 
wiA one business would be quite 
out of Ae question with another, 
and I think to an outsider, because 
its all under one umbrella, it would 
be all very easy to slip into, well 
Aat’s you do, so Aere must be a 
continuation but it isn’t like Aat.
JT: So what you are saying is that 
there are a number of different 
styles wiAin Ae one umbrella of 
the C. organisation?
R.1: Tliat’s right, and I think it gave 
a me a great deal of confidence to 
even start to open up because it can 
get a bit congested in the way trying 
have to explain which organisation, 
what Aeir particular unique style is, 
and that detracts from me being 
able to discuss the client and also 
me in this relationship.
JT: So it sounds as Aougli also it’s 
important to h^ve a supervisor who 
quickly understands the style or Ae 
different styles in the organisation 
because there is a pressure on time, 
and you don’t want to have to go on 
as it were explaining
Open Coding
9
Choice made on basis o f colleague 
recommendation
10
Aiportant for supervisee Aat 
supervisor knows organisation
11
Taking time to learn about 
organisation
12
Important for supervisor to realise 
Aat organisation is unique and odd
13
Expecting understanding about 
work from supervisor.
14
Supervisee expecting supervisor 
needing to luiderstand the
many different bits o f Ae 
organisation wiA their own unique 
styles.
15
Supervisee knowing supervisor is 
an outsider.
Parts of organisation are unlike each 
other and easy for supervisor to 
make assumptions.
16
Relationship with first supervisor 
created confidence in supervisee.
17
Having to explain organisation 
detracts from supervision.
Theoretical Memos
apart choice on her part. (Heron 
1991). She puts faith m her 
colleague because the supervisor 
had done an OK job with her. m a t  
emerges as important is that the 
supervisor knows how the 
organisation works.
Time emerges as important and 
having possibly to explain it to her 
supervisor.
Uniqueness and oddness of Ae 
organisation are linked toR .l’s 
sense of ‘will she understand the 
organisation and Aus be able to 
help me?’ (Heron 1991)
R.1 clearly wants her supervisor to 
understand working m organisations 
and something about hers m 
particular. (Carroll & Holloway. 
1998. Copeland 1995). This 
compares with the notion Aat 
traAtionally supervisors work in 
private practice-this is the tradition 
which is now changhig.
Organisations are complex in that 
they manifest many cultares and 
many sub-systems (Meek 1992. 
Hawkins & Shohet 2000; Morgan 
1986). How might this influence 
what goes in supervision? (Carroll 
& Holloway 1998. Carroll 1997. 
Hawkins & Shohet 2000.)
R.1 sees Ae supervisor as external 
to Ae organisation and just might 
not understand her or her work. 
This will have implications for her 
felt confidence as a counsellor.
This confidence of R.1. in 
supervision is rooted in supervisor’s 
knowledge of Ae organisation.
What emerges is how crucial time is 
allotted to supervision and how A. 
doesn’t want to have to spend a lot 
of time explaining about the 
organisation. She has had to do this 
at some point. So supervision is or 
case work? (TA on how people use 
time.)
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Text of Inteiwiew
R.1: Yea. And there is also 
someüiing in that I encountered 
wiA iny previous supervisor who I 
was really, really happy to continue 
with that she acAally was the one 
who said ‘no’...now is enough time 
to stop, because she had been my 
supervisor for sometime and she 
had helped me tlirdugh some very 
difficult situations and some 
difficult case work but in actual fact 
she then was Ae one who said ‘no’, 
she thought that it was appropriate 
Aat we had a change and also she 
was having difficulties with the 
organisation because her contract 
wiA Ae organisation was getAig 
more tiglit and more demanding and 
it was certainly a different contract 
and would have changed Ae 
relationship that I would have had 
wiA her had we adhered to Ae new 
contract.
Open Coding
18
Supervisor first one to say ‘no’.
19
Supervisee helped with difficult 
situations bv supervisor.
20
Supervisor thought it appropriate to 
have change.
21
The supervisee experienced her as 
having difficulties with changing 
contract of organisation.
22
Tighter and more demanding 
contract leading to a change in 
relationship between supervisor and 
supervisee.
Theoretical Memos
Supervision is a confidential 
process and here R.1 supports her 
old supervisor in the stance she took 
when Ae organisation said Aey 
wanted more information about R.1. 
and her competence as a counsellor, 
R.1 rated her for Ae personal help 
she had given her in supervision.
R. 1 and her superv^or saw Aat Ae 
changes being asked of Aem by Ae 
organisation would result m a 
significant change in Aeir 
relationship of trust and confidence. 
Organisational counselling in the 
workplace will make demands on 
tlie performance of counsellor s 
often based on a template from HR 
departments including the need for 
appraisal. Arguments for a special 
case rarely are able to be made. The 
organisation will also make 
demands on counsellors to achieve 
certam outcomes m Ae client wliich 
are related to performance or 
sickness absence. It seems that tliis 
was happening and affecting tire 
relationship between supervisor and 
supervisee._____________________
Table 1.1: Extract of intemew with Supervisee (R.1) showing Open Coding and 
Theoretical Memos
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Text of Intemew Open Coding Theoretical Memos
R.5. But I’ve done a lot you know’ 
in East Sussex, I mean the police, 
all sorts of different organisations 
and being aware myself of Ae three 
cornered contract and Ae 
implications o f that and the 
particular sort of responsibilities 
and if you like professional ethics 
that go with which I thinlc are 
slightly different.
JT: Uhm. Uhm.
R.5: And having to become veiy 
clear. And Aen working with, as I 
mentioned for East Sussex working 
with the Welfare Officers in the 
organisational context where the 
supervisee isn’t solely a counsellor 
but has other parts Aat also can be 
very, very confiisiiig; because it’s 
very unusual for Ae organisation to 
be fully aware of the amount or 
depA of Ae confusion and Ae 
overlap.
JT: Ahm. Alim.
R.5: And how each affects each 
other. Each role will affect Ae other 
and if the counselling role is clear 
and the welfare isn’t Aat will create 
confijsion. And if the welfare role 
... Do you see what I mean in the 
context of the organisation?
JT: So what you are also saying is 
Aat part of that learning has also 
been about helpmg from other 
organisations...
R.5: Uhm. Uliin.
JT:..... is about helping counsellors
who also have many roles, eiAer in 
welfare information, advice giving 
to manage the boundaries between 
those particular interventions.
R.5: Yes.
JT: Right.
R.5: And pressures that seem to 
come from organisations to act in 
different capacities which could 
across the counselling relationship
She uses Ae awareness of the Aree 
cornered contract framework to
assist her thinking. Tliis has 
implications and responsibilities 
(especially professional ethics) for 
all parties involved.
Her tliinking as an organisational 
supervisor requires her to be verv 
clear.
Part of her awareness as an 
organisational supervisor is that 
counsellors have multiple roles for 
Ae organisation. She applies Ais 
knowledge in supervision.
Her clearness helps the supervisee 
manage Ae multiple roles Aey have 
to play e.g. sorting out counselling 
from welfare work.
Her role is to help supervisees sort 
out Ae boundaries between these 
different forms of helping.
She assists supervisees to manage 
pressures from Ae organisation. 
These pressures can have a negative
Her experience in Ae police seems 
to be significant and how the tluee 
cornered contract (English 1975) 
worked there. She has clearly had to 
adapt the principles and codes of 
etliics of BAG? to Ae 
organisational context. There is 
noAing specifically written here by 
BACP. I note that the context 
feaAres in the new code (BACP 
2002. See also Carroll 1996b on 
‘how to think etliically. Wlreeler & 
King 2001.). The supervisor is a 
creator o f Aeoiy.
She mentions having to be very 
‘clear’ on a number of occasions. 
Good cognitive processes are 
needed for this role and an ability to 
adapt and apply principles that work 
in oAer contexts.
Carroll.C. 1997 and Towler 1997 
stress the management of a 
‘multiplicity of roles’ as being an 
essential skill of Ae organisational 
counsellor. It is important that 
supervisor knows the implications 
of these roles in terms of the 
expectations of the organisation and 
m terms of effective boundary 
management.
Managing the differing 
interventions (Dexter et al 1992) is 
a skill she needs and Ais requires 
spotting the distinctness of each. Cp 
Ais wiA a supervisor talk about in 
interview 1. who was not flexible 
enough to manage wiAout being 
educated by the supervisee with 
consequent resentment. Thus 
experience and learning from other 
contexts becomes important for 
supervisor education.
This tells me Aat this supervisor is 
motivated to learn how to become 
an effective organisational 
supervisor (Maslow 1970.).
Does this awareness come ffom her 
acting as a counsellor in 
organisational settmgs? She clearly
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Text of Intei*view
in what seems to be a negative way 
or in an unlielp&l way.
JT; Ulim. Ulun.
R.5: Because everybody in the 
organisation is under pressure as far 
as Tm aware, which is why I like 
being outside of them myself, (both 
laugli). You know, so everyone has 
Aere own pressure to deal with.
JT: Uhm.
R.5: And the counsellor in a sense 
will be on the receiving end of 
some o f those anxieties I tliink.
JT: So part of your response is 
about that you have learned tliis 
from being a counsellor in private 
practice and also from being a 
counsellor in organisations. My 
question was around where did you 
learn the skills.
R.5: Yes. Exactly.
JT; And no, no that’s fine,
R.5: And just listening to the 
dilemmas and being very clear. I 
mean I see that my role anyway as a 
supervisor is veiy much facilitating 
that sort of clarifying process 
whether it’s between what’s 
supervision and what’s Aerapy, or 
between what’s training and what’s 
supervision. I also teach on the 
counselling, you know on 
postgraduate counselling courses.
JT: Sure.
R.5: Being very clear and helping 
the student, the employee, the 
counsellor to become clear and 
learn to develop the process (cat 
wails) -  it’s not my cat (laughs)- 
for Aemselves. What they call Ae 
internal supervisor. But to help 
facilitate that obviously I need to 
become clear to be clear or try and 
be clear to facilitate the. ..so it’s a 
process really. It’s a continual 
process. There’s always more. 
Acre’s always more. There’s never 
going to be an end point when 
eveiytliing sorted because the 
organisation changes all the time,
JT: Sure. O.K. So I’m interested 
also Aat you have oAer roles 
because it soimds by implication
Open Coding
affect on supervisees.
Tlie role of Ae supervisor is to help 
supervisees manage Aeir pressure. 
She is external to these pressures.
Reiterates Aat counsellors 
experience those pressures as 
anxieties from the oreanisation-tliis 
she faces in supervision.
Learns her craft from listening to 
supervisees dilemmas and Aen 
being verv clear as a strategy for 
helping them in supervision.
She is a facilitator and clarifier.
She helps them distinguish between 
what is supervision, what is therapv 
and what is training.
Wliat helps her do Ais is her role as 
a teacher o f counselling.
As supervisor her role is to help 
supervisees develop the process.
Development is about developing 
Ae supervisee’s iniemalstmervisor.
Supervision is continual process.
Her role in supervision is to help 
and develop supervisees via a 
process which changes as the 
organisation changes-a continual 
process of change.
Theoretical Memo
experiences Ae supervisee 
pressures from Ae organisation.
The supervisor always has one eye 
out for the pressures. She acts in a 
neutral capacity
It is from her stance external to the 
organisation that she is able to most 
effectively help them. This 
supervisor is a person able to 
exercise choice, and indicates Aat 
organisational are places of pressure 
of which she does not want to be on 
Ae receiving end.
Listening and clarifying are two 
paramount skills she identifies 
(Heron 1991. Rogers 1986a on 
‘facilitation’) to facilitate 
supervisees.
This clarity results in a distinction 
between therapy and supervision; 
training and supervision. 
Interestingly Proctor & Askipp 
1993 identify formative and 
restorative as essential fonctions in 
supervision. The literature has many 
comments about where Afferent 
supervisors Aaw these boundaries. 
The ‘internal supervisor’ is a 
concept created by Casement 
(1995) where there is a reliance and 
encouragement for all supervisees 
to develop an internal eye on their 
own counselling practice.
Change and development mirror 
change etc. in the organisation 
(parallel process and intone wiA the 
organisation).
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Text of Intemew
Aat maybe some of your teaching ' 
experience also gives you insight 
mto organisational supervision. I 
mean it was interesting Aat you put 
those contexts togeAer.
Open Coding Theoretical Memo
The supervisor sees Ae similarity of 
influence o f Ae organisation on her 
sAdents at Ae University. Tliis 
would mdicate a usefiil further 
research sAdy!
Table 1.2: Extract of bitei’vlew with Supervisor (R.5) with Open Coding and 
Theoretical Memos
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From this initial activity of trying to capture what had happened in organisational 
supervision, several descriptive categories had begun to emerge which had encompassed 
both the supervisor and the supervisee. I had been guided by the question posed by Corbin 
and Strauss (1998: 114), ‘What is going on here?’ and had been able to determine the 
following consistent conceptual categories within the transcripts, all within the context of 
the organisation:
1. developing a relationship between the supervisee and supervisor
2. developing a relationship between the supemsor and the organisation
3. the supervisee and the supervisor engaging in a relational process of doing 
supervision
4. self managing strategies of the supervisee
5. self managing strategies of the supervisor
6. self developing strategies of the supervisee
7. self developing strategies of the supemsor
These concepts had been crude and in need of developing from further data from other 
interviews. When this process had been completed the task had been to determine the 
properties and dimensions of each category and then for these to have been compared 
with other emerging data in future interviews.
On completion of these initial interviews I had called a first meeting of the Elite Focus 
Group. Here I had first interviewed them as a mature group of supervisors and then had 
presented to the group the categories uncovered in previous interviews for their reflection 
and discussion. As an elite group of highly experienced supervisors and supervisees, I had 
asked them to highlight existing theory which had seemed to compare or contrast with 
what had emerged. I also had used their experience to guide the next decision of sampling 
(theoretical sampling). What other contexts? What themes seemed significant? Where 
were the gaps? What linkages could they make between the data?
The meeting of the Elite Focus Group had resulted in the emergence of further sites and 
populations for further enquiry and theoretical sampling. I had engaged them in a
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discussion of their experience of the practice of supervision in their many and varied 
contexts which in turn had informed my category choice.
Constant re-visiting of the data through listening to the tapes and re-reading the transcripts 
had resulted in yet another attempt at re-coding as a result of which the following 
categories emerged to replace those already established (see Table 1.3 on pages 107-108).
What had continued to impact on me had been a sense of the overwhelming influence of 
the conflicting forces of the organisation on both supervisor and supervisee in many cases
-  like a Force Field (Egan 1994: 316-80) a concept based on the philosophy of Lewin 
(1969). There had been a constant commentary by both that the organisation had been like 
‘an invisible client’ (Towler & Pickard 2003) always in the room. Sometimes this had 
been consciously recognised, at other times unconsciously operating but unacknowledged. 
The operation of this culture had been through intrapsychic (personal narrative) and 
interpersonal processes (an inter-personal narrative). In constuctionist terms I am 
interested in a third narrative-what do supervisor and supervisee construct? Thus when 
approaching my next batch of interviewees I had asked them if they had experienced this.
Looking at what had happened from a systems perspective I had had an image of the 
supervisee and the supervisor having been metaphorically dressed in three rubber tyres 
representing their family of origin, their current family and the family of the organisation
- how each had been inter-acting on the other in supervision.
A dilemma had been, ‘how do I know that what the interview tells me is happening is 
what actually happens in their supervision?’ For many supervisees and supervisors they 
had not been asked to conceptualise and analyse what they do. Much of supervision had 
been based on an intuitive and therefore tacit knowledge of their craft. Thus, am I talking 
here about die notion of ‘intuition’? Baumard (1999: 53-54) in his analysis of different 
kinds of knowledge distinguishes between four’ foims of knowledge:
• episteme (abstract generalisation)
® techne (capability, capacity to accomplish tasl^)
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Theoretical Catégories
1. supervisees wrestling with the 
perceived negative influences of the 
supervisor
Verbatim Data
..it really threw me because I did not 
know what was expected and I really 
didn’t know her and I felt very reluctant 
at first.
2. supervisees wrestling with the 
perceived negative influences of the 
organisation
I’m finding as a counsellor. I’m having to 
be very, veiy, focused at what I am doing 
and there are less and less opportunities 
to actually be able to professionally 
manoeuvre within the contract.
3. supervisees feeling valued by the 
supervisor
She has helped me not only in my growth 
in terms of my development as a 
counsellor but also in terms of my 
development as a person and in terms of 
someone making their way in life. I see 
that as another separate bit. My progress
4. supervisees feeling valued by the 
organisation
(silence) I suppose it influences me in the 
same way that my family and my home 
might influence me as a person in the 
community (ahm). This is the place from 
which I operate (ahm). This enables me 
to be able to do the work that has a 
meaning for me. The boundary doesn’t 
separate from the boundary I’m working 
in (ahm). It’s like a holding thing. It’s 
not like a separating boundary for me. It 
doesn’t have a feeling of separating in the 
same way that other boundaries might.
5. supervisees educating external 
supervisors about the organisational 
context
Yea And I think that again is something 
that my new supervisor hasn’t quite 
grasped because I still feel sometimes 
when I have been talking about clients I 
have seen my present supervisor always 
imagines that we actually go into 
counselling situations
6. supervisees taking time out to reflect 
on supervision
And competency cases as well where 
one is looking at referral options, and is 
kind of struggling ‘where are we going 
with this case?’ It’s a mixture, it’s, but it 
would be on the challenging edge of the 
scale not on the comfortable edge.
7. supervisees managing themselves in 
relation to self, the supervisor, die 
clients and the organisation
So after discussion I decide I would bring 
my pebbles in and have a go or offer the 
opportunity to look at it in a different 
way. So creatively I was then allowed to 
experiment and that’s part of being 
creative. You have to experiment. And so
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Theoretical Categories Verbatim Data
8. supervisors assisting their supervisees 
to function effectively with themselves, 
their clients and the organisation
I felt I had permission to experiment 
And having to become very clear. And 
then working with, as I mentioned for 
East Sussex working with the Welfare 
Officers in the organisational context 
where the supervisee isn’t solely a 
counsellor but has other parts that also 
can be very, very confusing; because it’s 
very unusual for the organisation to be 
fully aware of the amount or depth of the 
confiision and the overlap.
9. supervisors wrestling with theii* role 
in relation to their supervisees and the 
organisational context
Whereas in an organisation, I always bear 
in mind as much as I know about the 
organisation’s policies. So, for example 
with C., that sometimes I feel a 
contradiction between what I consider 
good practice and what C. want.
10. supervisors facilitating the 
organisation
Feedbackish! I would say things like T 
wonder like the implications of having a 
manager as a supervisor, as a counselling 
supervisor, which is different ffom 
management supervision. I think they 
need to take into consideration and have 
split the management supervision from 
counselling supervision and prior to a few 
months ago that wasn’t the case.
Table 1.3; showing how categories are supported by verbatim data 
extracts.
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• phronesis (practical and social wisdom)
• and metis (conjectural intelligence)
In exploring the nature of metis he writes:
“Conjectural knowledge is furtive, discretionary and simultaneous, 
it spurns idealisations and established representations -  
it provides a contrast to abstract generalization on every point.
Where one is hierarchical, the other is organic, indivisible, 
encapsulated in action. Where one tends towards universality 
the other chooses the ephemeral as its playing field (as it is only 
the tactical outcome that counts). Where one seeks truth, the other 
seeks results. Where one is the product of long maturation, 
the other is predictable and intuitive. In short, where the one is 
analysable, the other is multiple and tacit. Conjectural knowledge 
is embodied into purpose, and does not make sense out of its 
instrumental boundaries.” (1999: 54).
Raphals cited in Baumard (1992: xi) described conjectural knowledge as a:
“mode of knowing that falls into the gap between those forms 
of knowledge we explicitly recognise and those that make up 
our daily social practice”
Baumard (1999: 64-65) in questioning whether forms of this kind of knowledge exist in 
organisations today, comments on the understanding of Ancient Greeks that this 
knowledge is “multiple and polymorphous, metis is apphed to situations that are 
‘transient, shifting, disconcerting and ambiguous, situations that do not lend themselves to 
precise measurement, exact calculation or rigorous logic’”.
Knowledge in supervision would seem to fit this description extremely well, where the 
tacit knowledge of the supervisor is employed frequently in the conduct of supervision.
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His theory is that when all of these are practised, we have metis. It can be summed up in a 
table (see table 1.4 on page 111).
I had reordered categories as tabled in table 1.3 on pages 107-108.1 had held these 
categories as substantive. This table illustrates examples of the how the theoretical 
categories had been supported by verbatim data extracts from the interviews.
Grounded Theory requires the researcher to constantly take the code to higher levels of 
abstraction (Glaser & Strauss 1967 .1999). In reflecting on these categories further the 
following major sub-categories had been precipitated:
• wrestling with relational boundaries
• engaging and co-creating a flexible space and relational focus for supervision
• valuing and being valued
I was struck forcibly throughout this reflective process of wrestling with ideas and 
experiencing tensions in my own practice of supervision. I had kept returning to a sense of 
flow and change, similar to my original concept of ‘a force field.’ Both facilitating forces 
and hindering forces had characterised the supervisory field. As I had read and re-read the 
manuscripts I had experienced a tension in both supervisee and supervisor to create 
enough space for supervision of client work to take place. My final reflection had led to 
the emergence of the following substantive core category and also a psychosocial process 
of:
® assimilating and accommodating in the flux and flow of the supervisory field
I remained tentative about this basic psychosocial process for many months. I continued 
to reflect, and consult with supervisory colleagues to search for a more focussed definition 
of ‘what happens in organisational supervision’. A final foim had emerged as a result of a 
first wilting up of the analysis and discussion chapters. It had been whilst writing up 
chapter 7 that the concept of a combined intra-psychic and psychosocial process of:
o assimilating and acculturating in the flux and flow of the supervisory field
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individual
knowledge
collective
knowledge
rules, laws & 
regulationsexplicit technical expertise
imphcit wisdom o f social 
practicemtuitiveness
Table 1.4: showing Baumard’s four inseparable types of knowledge (1999:54)
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had emerged as defining as closely as possible the experience of supervisees and 
supervisors in this study. Subsequent sharing with interviewees and colleagues had 
confirmed this choice.
A constant task had been to apply the 6 Cs of contingencies, causes, conditions, contexts, 
CO-variance, and consequences (see table 1.5 on page 113) as I had critically analysed and 
interpreted the data (see chapters 4,5, 6 & 7).
3.9: Reflexivity.
Whilst traditional quantitative research has looked with some scepticism on the idea of 
‘reflexivity’ in research (Smith 1996) I am asserting with Smith (1996: 195) that it has ‘an 
inevitable consequence of engaging in research with people and that it can be harnessed as 
a valuable part of the research exercise itself. Traditional views criticise the process of 
reflexivity in that it contaminates experimental design and therefore any emerging data. I 
maintain that as self-reflexive persons both the researcher and the participants of the 
research phenomenon are in a constant flux of change and perception as ‘information 
gathered ffom participants is fed back to them for verification of its accuracy, that is, 
member checks’ (Highlen and Finley 1996: 179). This is supported both by a 
constructivist and symbolic interactionist view (Mead 1934), and indeed by a social 
constructionist philosophy (Gergen & Gergen 1992).
As I set out in my intr oduction to this study I am constantly witnessing the phenomenon 
of supemsion in my daily work. I have reflected on and published about this work. My 
challenge is not to superimpose outcomes on the research at the outset. I am aware that in 
my questioning of my first purposeful sampling I had been responding to the research 
participants with leading questions and indeed sharing some of my observations fi-om my 
own practice. To that extent I had been allowing the participant to check out whether their 
experience had been like mine or vice-versa, I had been struck forcibly by people’s 
transparency in this regard. For example in the Focus Group I had suggested that 
counselling and supervision in organisations had seemed to me to have been seen as a 
‘second class’ activity. This had been negated by the group members:
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6C s Content Questions
Causes Reason, or source or 
explanation for a 
phenomenon
How comes this exists? 
What causal factors 
produce it?
Context Social world in which the 
phenomena exists
What is the social context 
of the phenomena both 
locally and globally?
Contingencies How does the category 
vary over time, distance 
etc. looking for variation 
in the category
How does the phenomenon 
vary? What other 
categories in the research 
influence this variance?
Co-variances Nature and extent of the 
relationships between the 
categories
How do the categories 
interrelate? What is the 
nature of the relationships?
Conditions The conditions under 
which the category or 
phenomenon occurs
Under what conditions 
does this category or 
phenomenon occur?
Consequences Results or outcomes or 
consequences of the 
category or phenomenon
What happens as a result 
of this category or 
phenomenon? What are 
the consequences for the 
individual actors What 
effect does it produce in 
the social world in which 
the actor’s are working?
Table 1.5: A family of theoretical codes -  ttie 6 C’s adapted from Chenitz and 
Swanson 1986 and based on Glaser 1978.
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JT: And I  don’t know whether this is my projection, but I  woidd quite like to hear what 
your experience is of, i f  you like the status of, the status i f  you like o f supervision o f 
organisational counselling, or o f organisational counsellors as opposed to those in 
private practice.
R.21: The credibility issues?
JT: Uhm. Yea. Some people have disclosed that they feel, as part o f the profession like 
second class citizens because they’re not in private practice.
R.22: Uhm. Uhm.
JT: Because they work in an organisation. And just wondered whether you had any 
experience, whether you have picked up anything - whether people had shared this in 
supervision or whether you had noticed this?
R.23:1 was puzzled you said that, you said that in there (pointing to the text).It puzzled 
me because I  don't think I  think that. I  would have thought that it might almost be 
swinging the other way. You might almost begin to hear that people are saying, ‘I ’m only 
in private practice ’.
R.22: Yes. Yes.
R.23: But really today so many people are getting their bread through some sort o f  
organisational stuff. But it might be different for a psychotherapist than for a counsellor. 
R.2T. But it isn’t so. It isn’t really because lots o f  the students that I  am training and 
graduates that I  have are combining, they are combining private practice with GP 
organisational work, EAR, voluntary work. So I  think the ethos is much more about how 
you combine the different kinds o f activities, and the kinds o f demands. But in terms o f 
status I  don’t think there’s that differential. ”
This had challenged a fiimly held belief of mine. As I had reflected further on this I had 
recognised this had been more to do with my own de-valuing of myself and one I had 
been projecting onto the profession, rather than the other way round.
Again, I had been talking about my own experience of the tension I often had experienced 
in managing the accountability between the supervisee and the organisation in supervision 
and had fed this into the discussion. I had challenged once more:
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JT:. I  was wondering is there any discussion about in that tension o f being the manager 
but also in seeing the client and how that... I  am assuming that there is a tension... or how 
that dynamic is managed
R.22: Quite honestly that dynamic seems to be less o f  a problem for this person than 
supervising the other counsellors many o f whom are in placement. I t ’s difficult for the 
other person to manage the dual role o f  managing and supervising. Whereas 
her... counselling is somewhat separate in a way. You know you can put a boundary round 
that slightly more easily... more that dual relationship we have already flagged up. Yea. ”
Thus whilst I had presented my own assumed interpretation of their experience which 
could have been construed as presumptive and leading, I would suggest that the outcome 
had been veiy fruitful It had been dialogic in the sense that Mulkay (1985) perceives of 
the research process as the result of a theory of persons as one of being ‘reflexive, social 
and mentating’.
Davies (1997; 98) in commenting on the work of Meikle (1989) within NHS services, 
points specifically to the significance of the inclusion of all aspects of the setting;
“Reflexivity has implications not just for the clinician and the process of 
psychotherapy or counselling, but for the whole organisational context
within which practitioners work if it is part of the psychologist’s skills
to adapt to the world as it is and respond to reality, this would mean a 
definition of clinical psychology which is market-led, contract-based, 
competitive, high profile and marketed”.
I would assert that her comments are equally apphcable to the practice of supervision in 
organisational contexts.
3.10; Triangulation of data
Triangulation of data had been provided by examining extant documents relating to the 
provision and development of supervision in each organisation used for interviews. In 
addition I had interviewed two managers-one from the first organisation (Employee
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Health Services) and another from the commercial BAP organisation. I had expected that 
this would have provided useful data to compare with the respondents’ experiences of 
organisational supervision from their perspective.
3:11; Conclusion i
This chapter has set out the application of Grounded Theory to my research study. I have 
addressed the ethical and practical issues of access to the research sites, arid used my o\vn 
field observations. I have discussed my methods of research and described my 
methodology. The research journey has been described and critically appraised from the 
initial sorting of concepts into data categories, through saturation of data to the emergence 
of three major sub-categories and a substantive core categoiy - which is also a basic 
psychosocial process. In addition I have reflected on the reflexive process of my 
interviews. The analysis of data has been demanding on time, at times quite 
overwhelming, not least in harnessing the technical resources to achieve results thus far. 
The next two chapters will address the analysis, interpretation of data and discussion of 
the findings. An introduction to chapter 4 will give an overview of the analysis of the 
major sub-categories in relation to the core categoiy which is also a basic psychosocial 
process. Chapter 4 will address the three major sub-categories of valuing and being 
valued, wrestling with boundaries, and co-creating a flexible space and relational 
focus for supeiwision.
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INTRODUCTION TO THE ANALYSIS, INTERPRETATION AND 
DISCUSSION OF DATA CHAPTERS
Chapters 4,5 and 6 will trace the research story ffom the substantive categories to the 
three main categories of:
«
Wrestling with I'elational boundaries (chapter 4)
Valumg and being valued (chapter 5)
Co-creating and engaging in a flexible space and i'elational focus for 
supeiwision (chapter 6)
Each main categoiy will be discussed in detail with their sub-categories as follows:
• Wrestling with relational boundaries as expressed in supervisees wrestling with 
the perceived negative influences of their supervisors; supervisees wrestling with the 
perceived negative influences of their organisation; and supervisors wrestling with 
tlieir role in relation to their supervisees and the organisation (chapter 4)
Valuing and being valued as expressed in supervisees by their supervisors; ' 
supervisors by their supervisees; and supeivisors and supervisees by their 
organisations (chapter 5)
Co-creating and engaging in a flexible space and relational focus for supeiwision
as expressed by supervisees reflecting on what to bring to supervision; supervisees 
managing themselves in relation to the supervisor and the organisation; and 
supervisors in assisting supervisees to function effectively with clients and the 
organisation (chapter 6)
Chapter 7 will conclude the discussion chapters by explaining the core category which is 
also the basic psychosocial process (BSPP). This has unfolded as ‘assimilating and 
acculturating in the flux and flow of the supervisoiy field’ (see figure 4.1 on page 
119)
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In all discussions of the core categoiy (BSPP) and the three main categories I will 
demonstrate their relatedness by application of the 6 C’s devised by Glaser (1978) and as 
described in 2.8 (page 74). Such a process will explicate the emergence of substantive 
theoiy relating to the research questions which are as follows:
• What happens in the process of the supervision of counsellors who work in 
organisational settings?
• What is the dynamic relationship between the intrapsychic, interpersonal and 
organisational processes in counselling supervision?
• What implications might this have for both supervisors and supervisees in managing 
counselling supervision in organisational settings with more awareness and to greater 
effect?
The reseai'ch has confined itself to exploring these phenomena solely in one to one 
configurations. The field of enquiry related to the actual supervisory process of one to 
one supervision and factors which affect that supervisory alliance.
As a matter of style and presentation of the research material I shall use the term 
‘counselling service’ to represent the organisational context which is the direct provider 
of counselling; and ‘parent organisation’ (when apphcable) to indicate the organisational 
system which promotes the coimselling services.
118
srn
II
§■
I 
I
3
%MsI3.s
fieSfr
3
o
031
II
*aI
I
\o
CHAPTER 4 
SUPERVISEES AND SUPERVISORS WRESTLING WITH RELATIONAL 
BOUNDARIES 
4.1; Introduction
This chapter will demonstrate how the major sub-category supemsees and supeiwisors 
wrestling with relational boundaries unfolded from the data categories of:
• Supervisees wrestling with the negative influences of the supervisor
• Supervisees wrestling with the negative influences of the organisation
• Supervisors wrestling with their role in relation to the .supervisees and the 
organisation
4.2; Defining the concepts of the categoiy
The relational boundaries to which I refer ai*e both internal and external to the individual 
supervisees and supervisors, between supervisee and supemsor, and at their interface 
with the organisational boundary. A ‘boundary’ is defined by the Oxford Concise 
Dictionary (1993:152) as ‘something that indicates the farthest limit, as of an area; 
border’. Boundaries have the potential to separate and unite, to be rigid and flexible, and 
to be containing and permeable. Traditionally in psychotherapy and supervision they 
have been defined:
• Interpersonally as, for example, the psychological distance between personal and 
professional limits of operation
• Intrapsychically as, for example, between the different ego-states in 
Transactional Analysis
These have found significant expression in the concept of ‘contracting’ which have 
included explicit agreements between counsellor and client, and supervisee and
120
supervisor about ethical practice (BACP 2002). Thus the concept has both physical and 
psychological dimensions. Boundaries are ‘relational’ in the sense that they indicate the 
inter-actional field between all parties of the supervisory relationship. Gilbert and Evans 
(2000: 6) in discussing the contribution of the intersubjective theorists capture this 
relational sense as:
“..both parties to an encounter bring their own inner experience 
as this is embedded in their context ‘in a continual flow of reciprocal 
mutual influence’” (Stolorow and Atwood 1992).
In organisational studies ‘a system’s boundary’ has been recognised as an important 
concept in understanding how systems relate to other systems and environments. White 
(1997: 38) defines ‘a system’s boundary’ as:
“...that ‘invisible’ circle that encloses a system, separates it fiom 
its environment and distinguishes members from non-members.”
... .a boundary is a skin, or perimeter, that contains the organization 
and distinguishes it from its outside environment.”
The concept of ‘wrestling’ encompasses a process of struggling to understand and 
accommodate each other’s worlds and the contextual organisational systems which 
influence the supervisee and the supervisor. The process of ‘wrestling’ finds resonances 
with a spiritual sense epitomised in the biblical experience of Jacob wrestling with God 
on Mount Sinai, and with other spiritual characters. Here it appears they actively 
engaged with their experienced reality to divine its meaning for themselves and others. 
The activity of ‘wrestling’ had cognitive, affective and spiritual dimensions often 
followed by significant behavioural consequences.
The first two sub-categories of the major category had been largely construed as having 
been experienced negatively. Each category will be examined in turn and their inter­
relatedness and the major sub-category demonstrated. At the end of the discussion of 
each category a summaiy will be made.
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4.3: Supei*visees wi^stling with the perceived negative influences of the 
supemsor (see figure 4.2 on page 123). 
4.3.1: Contracting; choosing a supemsor, the influence of the developmental age 
and stage of the supervisee, and not being understood by the supemsor
So what happened when supervisees found themselves wrestling with perceived 
negative/unhelpfiil influences of their supervisors? How were these phenomena 
evidenced? From the first interview my attention had been drawn to the inter­
relatedness of different properties of the category - the nature of contracts, the effects of 
not choosing die supervisor, the age and stage of development of the supervisee, 
and not being understood by the supervisor. She had expressed her concern about 
contracting:
R.1: When I  started having couns... .supervision with my present supervisor, it really 
threw me because Ididn ’t know what was expected...
Employed as an internal counsellor with a large public service organisation she had been 
a ‘novice’ in terms of Hawkins & Shohet’s (1991) ‘ages and stages’ of supeiTisee 
development but had had substantial experience of working within the counselling 
organisation as a Welfai-e Officer for which she had received regular group supervision. 
As a ‘novice’ supervisee she could have expected to receive a high level of holding and 
direction fiom her supemsor (Heron 2000) and had needed support from careful 
contracting (Carroll 1996; Hawkins & Shohet 2000; Gilbert & Evans 2000). This 
supervisee had been very complimentary about her foimer supervisor who had taught 
her ‘the ground-rules ’, boundaries of supervision, and with whom she had ‘great 
rapport and confidence \ Had her reaction been simply normal for a novice supervisee in 
expressing her anxiety about becoming a newly qualified counsellor? Had she felt more 
vulnerable in a one-to-one configuration than in her group? Again she had expressed 
reluctance at the change of supervisor, a change in which she felt she had little say -  ‘I  
felt like a client being sent for counselling \
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unclear contracting judgement of ages& stages
choosing a supervisor
supervisor not 
understanding 
nature of 
interventionunsafe and misunderstood supervisee
language of 
supervisor
misuse of power
multiple roles of 
supervisor
Figure 4.2: negative influencing factors of the supervisor on the supervisee which 
are properties of the category supervisee wrestling with the perceived 
negative influences of the supervisor
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Her negative feelings had stemmed from her supervisor’s negative reaction to the 
organisation, and the way in which external supervisors had been chosen by the 
organisation- an experience she had described as "'choosing from the yellow pages \ The 
result had been that she had experienced and blamed the organisation for appointing a 
supervisor who hadn’t understood the organisational context. Her work with the 
supervisor had sounded like de Shazer’s (1985) ‘visitor’ status of client, those who visit 
the counselling room without doing tiierapeutic work. Her testimony had been clear;
R. I: Yes, because I  was being sent because I  needed to meet my professional 
competencies in the organisation and yet really I  did not want to go because I  
wasn Y getting anything from it at that stage, and it was very hard work for me to be 
able to start to form that sort o f relationship.
The supervisee did eventually establish a good working alliance with the supervisor and 
had moved from ‘visitor’ to ‘customer’ status throu^ the establishment of a sound 
working alliance.
The supervisee’s negative experience of the supervisor had been exacerbated in two 
further ways -  she had not understood the language of the supervisor - psychodynamic 
language (Feltham & Diyden 1994: 20):
R.1: When I  changed supervisors my new supervisor is very much a purist in 
psychodynamic... .she was very much into using language Ididn’t understand... .it 
created a barrier for me. ”
and she had had to continue to explain how she had worked as an organisational 
counsellor exercising a multiplicity of roles (Carroll 1996.Towler 1997). Weaks (2001: 
36) in her research found that one experienced counsellor had expressed feeling valued 
when the supervisor had accepted the supervisee’s model. Quoting the supervisee she 
wrote:
“... having an understanding of the model that I am working vrith and giving
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“it credence, giving it value, gives me value as a counsellor.”
Having to explain to the supervisor her way of working had made her feel inadequate 
and judged by her supervisor. Again it is interesting to note that eventually she had 
blamed the organisation for having not familiarised the new supervisor about the nature 
of her work:
R.1:1 think part o f the problem is even our own organisation doesn Y really 
understand what happens in my room with clients...
Using a psychodynamic interpretation, it had seemed difficult for her to tolerate the 
shameful feeling of not being understood by her supervisor, nor by her organisation!
The implication of this experience had revolved around the importance of the nature of 
contracting for supervision by the supervisor, the supervisee and the organisation. The 
combination of English’s (1975) framework of the Three Cornered Contract and 
Micholt’s (1992) concept of Psychological Distance had fitted with the supemsee’s 
experience. Micholt posited that there needed to be an equidistant ‘psychological 
distance’ between the three paities in the supervision. Failure to accomplish this could 
lead to an ‘unbalanced’ contract, the playing of psychological games and conflicts. In 
this example, the counselling service had needed to pay attention to the process of how 
supervisors were appointed and how supervisees could have been involved in the 
process, so that there could be a mutual process of ownership of the arrangement.
What intrapsychic factors had been at work here? The supervisee at the time of being 
interviewed had been in the middle of a protracted and acrimonious dialogue with her 
parent organisation about her working conditions with regard to her failing eyesight. She 
was becoming quite severely visually less able. Duiing the interview she had attested to 
the support she had received from her newly appointed external supervisor, which had 
resulted in a significant shift, a deepening of trust in their supemsory relationship:
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R. 1 : It was as i f  we sort ofgot into an elevator which had dropped down to a much 
deeper level and I  was able to then to talk about things about me, as things inside. And
we actually talked aboutfeelings, my feelings..............she gave me time to explore and I
think that was a valuable lesson because it also means now that I  am more willing to 
explore my casework with her. "
The ""things inside her feelings, had contrasted with the previous rather superficial way 
of relating she had experienced up to that time with her new supervisor. She had felt 
very angry and upset about the recalcitrance of the wider organisation, especially the IT 
department that for about 18 months had not taken her concerns seriously. She reported;
R.1:1 kept struggling and struggling and really beating myself up and tiying to do far 
more than I  really could do to keep up with the organisation and waiting for him to 
respond.
She had waited for her line manager (not the counselling agency manager) to respond to 
her numerous previous requests for help. Her supervisor had challenged her denial 
which had mirrored the denial of the organisation in allowing this to happen to her. 
Holloway (1995:100) comments that environmental stress is often canied into the 
supervisory relationship. Had part of her initial negative feelings about her supervisor 
been a misplaced projection for the organisation? Had the lack of encouragement and 
support from the parent organisation been mirrored in her initial lack of motivation in 
her supervision? The supervision literature is full of references to the phenomenon of 
‘parallel process’ (Doehrman 1976; Mattinson 1977). This is a ‘fi-actal’ phenomenon 
(Gleick 1988) miiTOiing aspects of the client’s behaviour in the counsellor which in turn 
become mirrored in supervision. Clarkson (1995: 99) defines it as “...the interactional 
field of the psychotherapist/patient field replicated in the psychotherapist/supervisor 
field”. Carroll (1996b: 203fE) in discussing supervision in workplace counselling 
suggests that there is a double parallel process:
“Clients will often act out their relationship with the organization 
witli the workplace counsellor. Alert counsellors will realize that
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they are witnessing how the organization has affected the individual 
client. In turn, it is possible that, if they are not aware, workplace 
counsellors will act out that relationship with their supervisors”.
Figure 4.3 (page 128) sets out the phenomenon o f ‘parallel-process’ including the 
important aspect of the influence of the context’ in diagrammatic form. Mattinson 
(1977) cited by Pengelly and Hughes (1997) also suggests that dynamics originating in 
the supervisory relationship may well become mirrored in the practitioner’s behaviour 
with an individual or system like an organisation. Contextual factors in supervision often 
throw up for our reflection this ‘complicated hall of mirrors’ (Alonso 1985).
Like supervisee R.1, another supervisee (R.2) from the same organisation also had raised 
concerns about how supervisors had been appointed. After seven years with the same 
supervisor the supervisee had struggled with how to keep up the energy of the 
supervision:
R.2\ Right In terms o f the relationship with the supervisor... I  think the experience I ’ve 
had is because I ’ve been seeing this chap for quite awhile now is that I  am having to 
work really hard to make, keep it fresh.
and
R.2: I ’m not being critical o f him or me. I ’m just trying to be honest about that. I  don’t, I  
think there needs to be a dynamic in a relationship and I  think an acknowledgement that 
people change.
Where did the responsibility to maintain the energy in supervision rest? What was the 
supervisee expressing here? The supervisee had felt responsible for the supervisor’s lack 
of motivation which had resulted in the supervisee feeling he had not been str etched, and 
the relationship had become loo  cojy'(Feltham & Dryden 1994: 68). The supervisor 
had not kept up with the development of the supervisee (moving from a cognitive
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Figure 43  Diagrammatic representation of parallel process in supervision 
showing influence of context
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behavioural/psychodynamic orientation to a more integi’ative orientation). An Elite 
Focus Group member had been clear about the responsibility of the supervisors:
R.21:1 too think that flexibility is one o f the skills here and part o f that flexibility is the
way yon visualise adaptability  7 mean, la m  here to help you learn. I f  Pm here to
teach you, that’s different. You adapt to my way o f teaching. I ’m here to help you learn. 
So tell me about how you learn so that I  can come over to you.
It had been difficult for the supervisee to challenge the supervisor in this instance! Had it 
been because there had been collusion resulting from the experienced cosiness of the 
relationship? Did challenging come with counsellor maturity? From Holloway’s (1995: 
32) research she is in no doubt for trainee supervisees that it is the supervisor’s 
responsibility to facilitate an effective safe learning environment. This recognises the 
power differential and places the facilitative responsibility with the supervisor.
Failure of the supervisor to act in this regard had resulted in a disaffected supervisee. 
Also, in this context, he had felt neither held nor supported by the counselling service. 
This may well have accounted for his having projected a failure of responsibility on to 
the organisation. The felt dynamic of the organisation had been a constant influence on 
the feeling state of supeiwisees.
The intrapsychic factors of this supervisee had been evidenced as considerable anxiety to 
‘get things right’ -  a compulsion to ‘be perfect’ (Kahler 1974 cited in Stewart and Joines 
1999). The tenure of his interview had been an expression of his need for reassurance 
that his work was OK. This anxiety had arisen from a perceived organisational pressure 
in avoiding potential litigation and a fear of being unsupported by both the counselling 
service and its parent organisation in the event of a complaint by a client.
This had felt like a tug-of-war, where the supervisee had felt a constant tension between 
endeavouring to honour the needs of the client as well as those of the parent 
organisation.
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How much of the supervisee’s negative feelings about his supervisor had been reflected 
in the lack of interest of his parent organisation? He had successfully completed a 
Diploma Course in Organisational Counselling and had experienced a systemic 
orientated framework of supervision ^  part of the course. Had this affected his 
supervisory relationship? Here had been another potential socially influencing factor 
from yet another context, a University.
At the time of interviewing the supervisees, also employees of their organisation, had 
been undergoing a commercial buy out from another company, and had been living daily 
with unknowing whether or not they would have jobs in the newly configured company. 
The interviews with both their external supervisors had indicated how much this stress 
had been experienced by the supemsees at this time. The supervisors also had expressed 
their disquiet at the way in which this change had been managed by the organisation. In 
different contexts supervisee problems with supervisors had been different, for example, 
experiencing difficulty as a result of the multiple roles of the supemsor.
4.3.2: Experiencing the multiple lules of a supervisor
In searching for this phenomenon in other interviews I was encouraged by the process of 
theoretical sampling to compare boundary difficulties reported by supervisees in other 
contexts. Working for a voluntary Church Counselling Service a volunteer trainee 
counsellor/ supervisee (R.9) had experienced negative feelings of a different kind with 
his internal supervisor. The supervisee had found himself caught up in a messy dynamic 
in which the multiple roles of the supemsor (intake assessor, counsellor’s line manager, 
member of the Executive Committee) had made the supervision boundaries blurred and 
unworkable (Feltham & Dryden 1994: 22). Clients had accessed the service from the 
local churches’ congregations and the wider community.
One of the counsellor’s clients had begun to disclose the contents of her counselling 
session to members of the congr egation who as the counsellor said "'also added their two 
pence worth \ As the supeiwisor had been also a member of the congregation she had 
begun to hear about the situation. Both supervisor and supervisee had begun to feel
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uncomfortable about the situation. As a result they had decided to cease their 
supervisory relationship, and an external supervisor had been appointed in her place. The 
supervisee had recounted the mess in terms of ‘a crossing o f boundaries
R.9: What did start happening, which is why I  don ’tnow have the supervision, is that 
we were getting a crossing ofboundaries which I  actually felt very uncomfortable 
about because a number o f the people, a number o f the clients that were coming to the 
service were also members o f the church.
Again the supervisee had felt alienated from his work with the client. It had been an 
unusual situation in that the supervisee, at the novice stage of his development (Hawkins 
& Shohet 1994; Skovholt & Ronnestad 1992), originally had felt held and supported by 
the supemsor in their assessor role. Because she had had prior knowledge of the client 
with whom he would be working he had felt assured. However, the supervisor had been 
unable to hold all tlie boundaries (‘a crossing ofboundaries ') for an appropriate 
psychological distance. The supervisor had become irritated with the client’s behaviour, 
and the supervisee had become irritated with the supervisor’s involvement as a member 
of the congregation. In addition, the supervisor unhelpfully had disclosed personal 
feelings about the supervisee’s client in the supervision sessions.
The supervisor and supervisee had mutually agreed the cessation of the supervisory 
relationship and a new supervisor had been appointed on the recommendation of the first 
supervisor. The supervisee had described the negative affect this had on him:
R.9: Yea. I ’ve only been here a few weeks and already I ’ve had to phone her up 
three times. And that did create quite a big anxiety. And what it actually brought 
up in me... I  always remember when I  was at school going from one year to the 
next. When I  was in this first year I  was getting all high grades, very, very positive 
experience. Moved up a year, right down the bottom. And that’s what was actually 
going on for me. You know it felt like that.
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Living with and management of boundaiies between the supervisee and the supervisor 
(and indeed with the counselling service and the parent organisation) had been central to 
the supervisory relationship.
This supervisee had been intrapsychically challenged by a sense of his safety having 
been removed by a supervisor he had really trusted, like a parent who had withdrawn 
their love. In the sudden change of parent, he had been challenged by the unknown, 
having to work with a supemsor not chosen by him and with a reputation for being 
‘'straight up and down \ By this he had meant that she had had a reputation for being 
rigorous and forthright in her views about how counselling was to be managed.
The behaviour of his client, also a member of the church, had challenged his feelings of 
suitability for being their counsellor. He had talked about himself in not being ^a pure 
Christian \ but as someone who had encompassed the best humanistic qualities of love, 
respect, openness etc. (Rogers 1957). Also, the behaviour of the congregation had 
challenged his worst prejudices about the church. I had suggested the word ‘porous’ to 
describe the nature of the boundaries he had experienced with his supervisor. He had 
agreed.
In another context where the supervisor had also been the supervisee’s manager she 
(R.7) had become acculturated to this cultural norm without difficulty. An interview 
with another supervisor/manager from the same organisation had reported a confidence 
and competence in the management of such dual relationships. Compared with the 
supervisee R.9 the other supervisee (R.7) was of a maturity and stage of development 
which had strongly contributed to an acculturation to the cultural norms of the 
counselling service.
4.3.3: Supemsee difficulties expressed as boundaiy disturbance
Three supervisees (Rl, R.2, and R9) had had an experience in which the relational 
boundary between them and their supervisors had been disturbed. For R.1 it had been 
‘not knowing the ground-rules ’, the aims and purposes of the working contract had not
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been made clear by the supervisor or maybe not understood by the supervisee. The result 
had been that the supervisee had felt unsafe, had had negative droughts and feelings 
about the supervisor, and had reported not ‘getting anything out o f  the supervision \ This 
had been expressed in the supervisee’s concerns about the supervisor’s use of language 
which she hadn’t understood. A boundary had been disturbed or broken.
With supervisee, R.2, the boundary had been disturbed as a result of the supervisee 
feeling that it had been his responsibility to keep the supervision process alive, and had 
felt disappointed that his supervisor had not kept sufficiently abreast of his professional 
development.
With supervisee, R.9, it had been the supervisor’s inability to effectively manage the 
multiplicity of roles (manager, intake assessor, supervisor, executive committee 
member, member of the church congregation) that had resulted in a broken boundary. 
The supervisee had become irritated and resentful about the supervisor and the 
organisation. His worst prejudices about the church as an organisation had been 
aroused. Supervisee, R.1, as a novice supervisee had felt unable to challenge her 
supervisor. R.9, also a novice supervisee had expressed his feelings of irritability with 
the supervisor. It is worth noting the difference between the supervisees. R. 1 was 
feeling like a client sentfor counselling’hy her organisation whereas R.2 and R.9 had 
felt very supported by then supervisors. Neveilheless, both had wrestled with 
their negative feelings of how to manage the relational boundaries between themselves 
and their supervisors, given their perceptions of their novice status and their sense of 
their own power.
Langs (1994) warning about the centrality of creating and maintaining a secure frame of 
reference for supervision (paralleling the process in therapy) is pertinent here. He asserts 
deviations and alterations to the supervisory frame can result in contamination of the 
relationship (unconscious processes) between supervisor and supervisee in which there 
is a loss of focus of the work.
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Supervisee R9 had established a sufficient rapport with his supervisor to be able to 
challenge what was happening. Supervisee R.1 had been in the early stages of the 
relationship, had been new to individual supervision, and had been somewhat in awe of 
her new supervisor.
It is of note that counsellors R.1 and R.2 had been employed by the same commercial 
organisation where they had experienced low support in a ‘watch-your-back’ 
organisational culture (Hawkins & Shohet, 2000). Indeed, when I had asked supervisee, 
R. 1 whether she could have discussed her supervision arrangements with her line- 
manager, she had said that she had been too frightened to open up a debate with him 
because it ‘would open up a can o f worms '. Supervisee, R.9 from a church voluntary 
counselling service had found a satisfactory mutually negotiated resolution with the 
supervisor. Here the organisational culture could have been described as mainly 
‘supportive’, that is, where there had been an emphasis on the significance of the quality 
of relationships between employees (Harrison 1972). The research of Copeland (1999) 
suggests that supervisees’ conflicts vrith their managers (to be discussed further in the 
chapter), and the centrality of boundary issues and conflicts are germane to the practice 
of supemsion in most organisational contexts.
What also had been apparent had been the inter-relatedness of the supervisees’ 
intiapsychic, interpersonal and interorganisational factors which had impacted on and 
influenced each other. It had made for a complex dynamic and one reflected in the core 
category, that is, the dynamic of flux and flow - ever flowing and ever changing and 
intermingling, ‘all of afield’.
4,3.4; The exercise of power
Managing boundaries between supervisees with their supervisors had had important 
implications for the exercise of power. Proctor (2002: 21) provides a useful distinction 
between:
« ‘Power-with’ expressed as empoweiment
134
• ‘Power over’ expressed as domination and coercive authority
• ‘Power-from-within’ expressed as a respect for others and their individual power
All supervisees either had alluded to or had spoken openly about this aspect of their 
supervision experience. Supervisee R.1 had experienced her supervisor using a language 
she hadn’t understood, and who hadn’t understood her work, that is, had not appreciated 
that die supemsee had offered a variety of interventions to her clients-not just 
counselling! At times she had found herself needing to convince her counsellor that she 
was not simply being incompetent. She had said ‘it was hard work for me to start to 
form that sort o f relationship \ Why? It had seemed that she hadn’t felt sufficiently safe 
because her supervisor had not understood her work, coupled with the fact that the 
supervisee’s line manager hadn’t understood the work eidier! It had seemed as though 
the supeiwisee had been trapped in a psychological game with her supervisor moving 
from wctim to persecutor position, and had not taken responsibility for her part in the 
game (Kaipman 1968 cited in Stewart and Joines 1999). This had sounded like Proctor’s 
(2002) ‘power-over’.
A supervisee (R. 10) who had worked in an National Health Service context had attested 
to a similar disempowering experience. Her supervisor had been on long term sickness 
absence and a temporary supervisor had been appointed from the National Health 
Seiwice psychiatric services. The supervisee had reported being rendered voiceless 
because the supemsor hadn’t understood how to work with time limited counselling 
interventions, had been cold and unapproachable and had insisted in working in an in 
depth process orientated manner more suited to longer term counselling work. Again this 
had felt like Proctor’s (2002) ‘power-over’.
French & Raven’s (1965) research on the power relationship in supervision indicates the 
necessity for the supemsory relationship to remain flexible enough to accommodate 
various functions consistent with the immediate supervisory objectives. It had been the 
inflexibility of this NHS supervisor that had led to the disempowerment of the 
supemsee. She too had become a ‘visitor’ (de Shazer 1985) to the supervision room! In
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her disempowerment the boundary between her and the supervisor had become fractured 
by the inflexible attitude of the supervisor. She had described her experience:
R  JO: I  think it’s mostly to do with the fact that I  didn’t feel he was in tune with the 
short term model. In fact, I  think he was anti the short term model and not at all 
able to work within it, because it wasn’t his own and also he had his own agenda
The supervisee had felt misunderstood, not listened to and hence not tmsting of the 
supervisor’s capacity to assist her being a safe container of her counselling work 
(Winnicott 1965; Page 1999). She had reported her sense of vulnerability, of not feeling 
safe and not being held:
R 10: As a consequence o f that I  found that I  just wasn’t bringing material to 
supervision. I  did not feel that I  could open myself with mistakes I  might have made and 
I  felt very, very vulnerable in that period because I  was making my own clinical 
judgements...
She also had reported that this had placed an inordinate pressure of responsibility on her 
from feeling clinically responsible for so many clients. Research by Webb (2000: 69) 
into psychod}Tiamic supervisees’ experience of supervision comments:
“A picture emerges of the supervisee as caught up in a battlefield 
striving to be open about her feelings in the service of the client 
whilst fearing being seen as vulnerable, ineffectual or unlikeable”
The boundary had fulfilled the role of a container, a concept described by Winnicott 
(1965) in which he likened to the role of the mother as a safe container for the feelings 
of her child. In providing the function of containment, the child had felt safe and 
protected from the potential overwhelming effect of their feelings.
Page (1999) has developed this principle with respect to the counsellor and client 
relationship. Here the function was different in that the function of containment by the
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counsellor had provided a safety for both client and counsellor against the potential 
harmful effects (the shadow side) of both. He has identified seven containers including 
the function of the working contract as a container. On reflecting about the supervisory 
relationship, the supervisor had needed to make a clear contract of the aims and purposes 
of supervision; had needed an awareness of the nature of organisational counselling; and 
an understanding of the organisation, as a means of providing safety for themselves and 
their supervisees. These would have further acted as a protection for each against the 
potential destructive energy of the shadow side of each, hi discussing the supervisory 
relationship, Page (1999) makes the point that the supervisee’s sense of security of the 
supemsor is the means by which the supervisor can contain and manage the insecurities 
of the supervisee.
4.3.5: Conclusion
A discussion of how supervisees had wrestled with perceived negative influences of 
their supervisors has highlighted the issues of boundary management and thus 
containment, in respect of:
• The importance of how supervisors are chosen
® The importance of the supervisor’s understanding the nature of the counsellor’s 
work in their contexts
® The role of the supervisor in acting as a sufficient container to make the 
supervisory relationship a safe and contained space
® The necessity for flexibility of the supervisor in their exercise of power and the 
effect this has on supervisees
• The need for the supervisor to recognise and work with the supervisee’s ages and 
stages of development
• The necessity for clear contracting by supervisee, supemsor and organisation 
(both parent and counselling service)
• The necessity for both supervisee and supervisor to be aware of the potential 
influence of social, political and economic factors of the organisation on 
counselling and supervision
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• The need for an awareness of the potential negative influences of the ‘shadow 
side’ of organisations
The issue of the supervisors’ responsibility had seemed to be clear in respect of helping 
supervisees manage relational boundaries. Supervisors had needed seriously to take 
account of the implications of the issues listed above if they were to assist their 
supervisees to minimise negative influences in their supervisory relationships. The 
alertness of supervisors to the negative influences of the organisational shadow is a 
significant element in supervisees being assisted to find their way through the 
complexities of the hidden influences on their work and in supervision. Of course, 
responsibility also had rested with supervisees to accept their part in that relationship. 
Both supeiwisors and supervisees had needed to explore intrapsychic, interpersonal and 
complex interorganisational dynamics for optimum communication, and for each to have 
had sight through, what Alonso (1985) called this ‘complicated hall of mirrors’.
Supeiwisors had facilitated this by:
• Clear* contracting
• Clarifying of the responsibility of each party in the ‘Three Cornered Contract’ 
(English, 1975) and
• Open transactions
The next section traces the perceived negative influences of the organisation on 
supervisees and their counselling practice.
4.4: Supeiwisees wrestling with the perceived negative influences of 
oi*ganisational systems
The previous section had recognised significant disturbance of relational boundaries 
between supervisees and their supervisors resulting in feelings of being unsafe and being 
misunderstood. A similar dynamic of disturbance had been uncovered in the relational 
boundaries between supervisees and their organisational systems.
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The experiences of supervisees in 4.3.1 had already begun to highlight the complexity of 
the influence of organisational dynamics on their counselling work and in the process of 
supervision. Czander (1993) sums up a crucial insight confirmed in the research that 
from a psychological viewpoint organisational culture as an expression of organisational 
dynamics is Taigely concerned with the employee’s feeling state’ (op.cit. 254). It is 
posited that the perception of the supervisee and the supervisor is created from the 
function of both physical presence projected by the organisation and that projected by 
the employees, in this instance exemplified by the supervisees and supervisors working 
for an organisation. The experience had been common for both supervisees and 
supervisors who had been employed either internally or externally by the organisations 
which had been researched. All had provided ample testimony in some degree to having 
experienced negative feelings about either the organisational counselling service and/ or 
the wider parent organisation. Again, these negative feelings had been lar gely the result 
of wrestling with containment of the work both of counselling and supervision, within 
the complex boundary of the variety of sub-systems that made up any one organisation. 
Coupled with the intrapsychic and interpersonal elements of the communications 
between all parties in the supervision contracts had led, at times, to a confused and 
powerless state of both supervisors and their supervisees. In addition attention will be 
drawn to the social, political and economic factors which had influenced the supervisees 
in their contexts. Where was the evidence?
In making, sense of these complex phenomena I shall examine and discuss several 
examples of how the organisation of the various counselling services and their wider 
parent organisations impacted on the role of supervisors. They are diagrammatically 
represented in figure 4.4 (page 141). As Copeland (1999) discovered in her research, 
different organisational cultures impacted on supervisors in different ways.
4.4.1: The perceived threat of litigation
Counsellors (R.1 & R.2) working in a large public service organisation had talked in 
supervision about their experiences of working in the organisation both positively and 
negatively. My current focus -will be on the more negatively perceived aspects. They
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variously had described their e?q)erience of wrestling with the boundaries between 
themselves and third parties in the organisation. The core of their negative feeling had 
revolved around their experience of the negative attitude to counselling and supervision 
of their line managers. They had reported that both organisation and manager had not 
understood the nature of counselling nor supervision, and the supervisees had felt that 
they would not have been supported in any litigation which might have been brought 
against them as counsellors.
Supervisee R.2 particularly had been affected by the thought of the latter. As a 
consequence he had presented in supervision those clients who had ‘stirred up strong 
emotions ‘ within him and those which he had called ‘competency cases that is, clients 
with whom he had felt the need to check out how competently he had managed them.
What he had presented in supervision partly had been motivated by his acknowledged 
need to ‘get things right \  but more powered by his anxiety of being punished by the 
organisation if he got things wrong! He had provided an example of such a case in which 
the counselling service and the parent organisation had left him unsupported ( ‘let’s wait 
and see what happens )  in holding a situation in which there had been a threat of serious 
harm to a client and her family:
R2: During the course o f my assessment, having gone through the boundary stuff that 
we go for in terms o f confidentiality etc. and exceptions, she disclosed to me the fact 
that her partner, who ivnj a drug-user was also beating her two young children
frequently on a weekend pattern I  had to take advice on breaking confidentiality
because Ife lt I  had a duty o f  care towards the children and I  coiddn’t just allow it to 
continue. The way I  did that in consultation with my supervisor which is my preference 
is that I  got, I  encouraged my client to contact Social Services.
It had been the support of his external supervisor which had enabled him to resolve the 
situation satisfactorily. It is of note that this pressure had significantly influenced the 
supervisee in what client work he had presented for reflection and discussion in
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Figure 4.4 showing the negative influencing factors of organisational systems 
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supervision (see chapter 6 ‘supervisees reflecting on what to bring and using 
supervision’).
This phenomenon seemed to have been confined to this workplace context. My 
experience as an external supervisor in other workplace contexts can confirm a 
considerable degree of anxiety borne by supervisees facing this potential threat. 
Supervisors of the elite focus group (R.21-R.23) had confirmed the considerable 
increase of the threats of litigation and the pressure this places on supervisors to 
accurately record supemsion sessions. Those working for a commercial EAP made no 
reference to such potential threats.
4.4.2: The conflicting expectations of oi'ganisations
Bolh supervisees R. 1 and R.2 had reported wrestling with the diverse and often 
conflicting expectations of the organisation about what should have been the focus of the 
client work. One supervisee (R.2) had reported feeling pressurised to become the 
guiding arm of organisational need, rather than holding a balance between the needs of 
the client and the needs of the organisation (English 1975; Micholt 1992; Carroll 1999; 
Copeland 1999). The resulting pressure had seemed more likely to occur when all client 
referrals had been made by the management of the organisation as opposed to a self­
referral process. A further pressure may well have emanated from the fact that each part 
of the business had had to pay the counselling service for their services for their 
particular employees. Thus, the focus in the supervision had become how to manage a 
tension expressed as managing ‘psychological distance’, between responding 
appropriately to the need of the client within often competing demands of the parent 
organisation:
R.2: Invariably one is sb'uggling to try to keep a professional distance between the 
interests o f the organisation or the needs o f the organisation and those o f the client 
and those o f yourself and that is a constant struggle.
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The theme of managing themselves within the organisation and experiencing the 
‘constant struggle ’ had been evidenced by another supemsee (R.9) who had worked for j
a Church Counselling Service. His struggle had been precipitated by his client’s decision |
to discuss his current problems with inembers of the church congregation. As a result of |
these conversations the client had returned to therapy to make a closure on the work. j
Following a discussion with his Parish Priest the client had decided that he needed to 
continue his work by talking to God rather than the therapist! The supervisee 
commented:
R.9: ... and this week has then decided because o f the influence o f the church, has 
decided they should leave counselling-that their energies woidd be much better off 
concentrating on God, and how God can heal them.
The supervisee had continued to reflect how important it had been for the client to act 
autonomously. At the same time in supervision he had struggled with the action of his 
client, the influence of the client’s friends in the Church, his own strong feelings about 
the client’s choice of action and his own conflicting feelings about his values and 
beliefs. He had described himself as feeling temporarily deskilled. Such had been the 
struggle that in reporting in working with a different client, he had commented on how 
he had had to stop himself from getting into a persecutory stance about her behaviour 
which he had felt was the direct result of her Christian beliefs!
Mann (1999:164) is instructive for those counsellors who do not identify with the 
religious context:
“Supervisees who do not identify with a religious context themselves, 
but work with clients who do, have the strength of a greater objectivity 
but usually need to become more informed.”
Supervisee R.9 had begun to question his suitability to act as a counsellor within this 
Church Counselling Service.
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Reflecting on this situation through a psychoanalytic lens we might interpret that the 
counsellor had been experiencing strong feelings of counter-transference to the client 
and the organisation (Clarkson 1995). Supervision had become the thinking space in 
which the supervisee could soit out the multiplicity of influences and relationships, and 
further explore ways of managing the constant ethical dilemmas presented. Personal 
boundaries had been challenged and in need of containment by the supervisor in the 
supervision process (Rapp 2001). Not to have done so may have resulted in 
unprofessional conduct on the part of the counsellor. The degree to which organisational 
supervisors aie attuned to working effectively with such organisational influences will 
be discussed in 4.5.3. Two supervisors (R.3 & R.5) had been very transparent about their 
conflict with the parent and counselling organisational expectations with regard to the 
psychological suitability of return of clients to work.
Working as an external supervisor with a uniformed organisation I have experienced 
supervisees struggling with similai* powerful conflicting organisational influences. The 
culture of this organisation is a mixture of bureaucratic, power based, paranoid, 
achievement orientated, and one which created dependency from their employees (Kets 
de Vries and Miller 1984; Handy 1993), Elsewhere I had reflected:
“Thus, counsellors are faced with transferential issues-are they strong 
enough to contain the pain of the client? Will the ‘parent’ organization ridicule 
or criticise them for being weak and vulnerable? Will the organization criticise
them for letting it down by being unfit? the organization impacts counter-
transferentially on the supervision process as counsellors grapple with their 
confusion over the multiplicity of roles ” (Towler 1999:183,184)
Conflicting organisational expectations had been evidenced in the way in which on 
occasions the managers would call a departmental meeting or set up a training day on 
the day when counsellors had been contracted to attend supervision. Hawkins & Shohet 
(2000) have identified this as an expression of ‘real culture’ versus ‘espoused culture’. 
This had created an ethical dilemma for counsellors having been faced with attending 
other events rather than the contracted period of supervision. My experience had been
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one in which supervisees have been tom in meeting their professional need versus the 
needs of the organisation.
In my theoretical sampling I had asked supervisees in other contexts about potential 
conflicting expectations of the organisation. Supervisee R.7 had indicated that whilst she 
had experienced the organisation’s values as congment with her own and those of the 
process of counselling, she had found the organisation’s insistence on referring clients 
on when her therapeutic work with them had been unfinished, very unsatisfactory. The 
organisation had also been penalised by its funding body because of the inflexible 
application of mles in this respect!
4.4.3: A deviant case
Glaser & Strauss (1968: 230) whilst attesting to the rigour of searching for negative 
cases, examples where the phenomenon in question has not been identified, question the 
viability of discovering all cases. This example stood out in the research study as 
worthy of consideration as a negative case. Supemsee (R.11) a qualified 
psychotherapist who had worked for a commercial EAP, had provided a negative case 
which I found intriguing. She had said that she had never talked about the EAP 
organisation in supervision and only rarely about her client’s organisation unless the 
client’s presenting problem had directly involved the organisation. The following data 
extract described this:
R.II: We don‘t really... i t ’s interesting because I  don’t think we’ve ever, we would ever 
talk about the organisation. We would talk about the relationship with the client.
Both the organisation of the EAP and that of the clients had been invisible for her as 
significant aspects for reflection in her work with clients in her supervision. On 
exploring this phenomenon further she had constructed that she was ‘not employed by 
the organisation (EAP) ’ but was ‘hiring’ herself ‘as a self-employed practitioner '. Also, 
it had been important for her that she had chosen her supervisor and had paid for her 
own supervision. I had raised the issue of accountability and contract with her:
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R.I1: And I ’m thinking it’s kind o f that cusp between employed and self-employed and 
there is a contract, it’s very limited and you have a lot o f choice...
JT: Uhm. Uhm...
R .11:.....in terms ofwhether you work for them or not. And I  think that impacts on,
possibly on, you know, how much supervision is something that you pay yourself...
JT: Uhm. Uhm. So they don’t choose it, you pay for it.
R .ll:  Theywouldn ’tknow i f  I  never brought, took a, take a client to supeiwision. How 
would they know?
Her supervision had seemed invisible to the EAP as well!
The only conflict she had experienced with a client organisation had been when a 
manager constantly had encouraged her clients to ask for more sessions when she had 
felt their work had been completed. On this occasion she had contacted the EAP Case 
Manager to intervene with the manager. She had explained that she had found the EAP 
had acted as a helpful ‘buffer’.
I have reflected long and hard about her experience and have come to the conclusion that 
she was a mature psychotherapist with a long experience of working in organisational 
contexts and she had gained considerable confidence in managing herself in the complex 
relationships involved in organisational work. Again, I have reflected on my own 
feelings about the interview. I had been surprised at her seemingly totally positive 
response to the organisation of the EAP. I think I had been looking for a negative 
response which had not been forthcoming. My view that an organisation constantly 
exerts aspects of its shadow (Egan 1994) both consciously and unconsciously had been 
yet again challenged. Rose (2001: 6) citing Egan (1994) has linked shadow with the 
culture of an organisation, ‘the shadow side deals with the covert, the undiscussed, 
undiscussable, and the unmentionable.”
My current resolution about supervisee R.11 has left me with a question mark. Is the 
EAP containing its shadow and that of the customer organisations? Is this what the 
supervisee experiences when she talks of the organisation acting as a ‘buffer ’? Is there a
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blind spot in the supervisee to aspects of this shadow? There had seemed to be a clear 
positive transference experience between her and the EAP.
In the latter pait of the interview she had reflected on potential areas of conflict which 
she had not yet experienced, and I had noted with interest that at the end of the interview 
she had commented:
R I l :  It (the interview) was really enjoyable for me and made me thinkmore about this 
overall field that we work in.
4.4.4: Managing organisational constraints
Supemsee R. 10 had worked as a Case Manager and as a counsellor for a commercial 
EAP. Her previous experience had been in working in a variety of organisational 
contexts and latterly in a Primary Care setting. I had been aware how, working in 
organisational contexts over a number of years, she had integrated an awareness of the 
hidden influence of the organisation into her counselling work. She really had developed 
a ‘systemic lens’ in her work and had found an assimilation and an acculturation with 
the systems with whom she had worked. She had described the process of this:
RIO: So there’s frustration with the organisation which is just something we have to 
work with on a daily basis ... in the beginning I  used to rage and rage against it all. And 
now there is a reality. The system is not going to change, and I  was perfectly aware o f  
that in the beginning and that doesn’t happen. So i t’s recognising the limitations and 
recognising that it’s not only relevant for counselling but in many other areas o f the 
work.
The constraints imposed by time-limited work had still exercised her management of her 
work with brief term clients in two respects -  feeling frustrated that she could do better 
work if she had the clients for longer than the statutory six sessions, and having no more 
immediate referral points when the six sessions had been completed:
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RIO: The constraints are for me, the constraints for me are you often have a client in 
front o f me i f  I  could see for longer, I  could do better work. It's almost like you are 
doing a first aid kind o f a job in many cases because the time restraints. Not only the 
time restraints, however, but also in an. ideal world you would also have places you 
could refer these clients on to should they need more, longer, the mentally ill, were 
already mentally ill And you know that i f  you do that there is a two year waiting list.
The constraints of the EAP organisation with which she had wrestled had seemed to be 
twofold:
1. the first in her role as the counsellor concerning the suitability of certain clients 
who had presented themselves for counselling and
2. the second in her role as case manager, the suitability of some counsellors in the 
organisation to effectively manage the same.
The concept of ‘first aid’ intervention by counsellors is a criticism made of internal and 
external EAP organisations (Towler 1997; Hopkins 1994). Counsellors are rarely trained 
in brief focal therapy interventions. Thus supervision can become a significant process 
where supervisees learn to develop these interventions. Feltham (1997: 137) provides a 
timely warning for supervisors supervising counsellors practising time limited 
interventions:
“A counsellor grappling with the peculiar features of time-limited counselling 
would no doubt appreciate help from a supervisor who can understand the 
challenges and offer constructive suggestions.”
His challenge to supervisors is to equip themselves with the necessary skills to fulfil this 
obligation.
The effect of external economic and political pressures on an organisation resulting in 
negative feelings within supeiwisees had surfaced as a common theme in those who had 
worked in both large public and voluntary organisations. For example, for supervisees
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R. 1 and R.2 working for a large public workplace counselling service, it had been 
evidenced as a pressure to see more clients for fewer sessions, from six to four. Access 
to the counselling service had been changed from self and managerial referral to solely 
managerial referral. They had interpreted this as a form of control by the organisation.
Financial control and a governmental pressure encapsulated in a sickness absence policy 
had now largely governed the access of clients to the counselling service. This pressure 
had been confirmed by his colleague (R l). Organisational constraints had been 
evidenced as:
• Nationally there had been a considerable governmental drive to reduce sickness 
absence numbers in public organisations alongside increases of workplace stress 
(Marmot et al 1995 and Chevalier et al 1987). This pressure has had many 
consequences on counsellors’ practice and on their supemsory relationships
• An increased emphasis in workplace settings to assist employees to return to 
work as soon as possible whether ready or not
• A pressure on counsellors to work only with workplace related aspects of the 
client’s stated problems and ignoring significant other factors
• Managerial intervention at all levels of management of the counselling and 
welfare service
• Increased pressure of litigation and thus for counsellors to ‘get it (counselling) 
right!’
o Increased ethical dilemmas faced by counsellors in their counselling work
• Leaving counsellors with a sense that their skills are being undervalued
Other forms of organisational constraints in other contexts had been evidenced as the 
pressure of organisational bureaucracy. Three out of the four supersdses (R.11-14) 
interviewed from an internal EAP had identified the filling in of forms as a ^gross 
intrusion ' of their supervision time and as unnecessary bureaucracy. Most of their 
anxiety about this had been projected on to the counselhng service manager. They had 
identified her as a ^critical parent' of the organisation.
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4.4.5: The influence of orçanisational culture
In addressing the negative impact of organisations on supervisees the central theme 
which had arisen throughout the research had been the relationship between 
organisational culture as a manifestation of the dynamics of organisational life (Hofstede 
1994; Handy 1993; Ashkanasy, Widerom & Peterson 2000a), and the type of 
organisational influence experienced by supervisees and supemsors alike. Researchers . 
in the area of supeiwision and organisational contexts (Carroll 1996; Holloway 1995; 
Copeland 1999) are confident that this relationship exists. Did this manifest itself in my 
research?
The main difference between contexts had seemed to be related to the values and beliefs 
evidenced in the behaviour s (practices) of the parent organisation. This had been 
experienced by supervisees as ‘power-over’ them (Proctor 2002). Supervisees working 
for commercial organisations as internal counsellors, for example, R. 1 and R 2, had 
experienced an intensity of negativity where there had been a marked difference between 
the values of counselling and supervision (Hawkins & Shohet 2000) and the value 
system of the parent organisation. This had been compared with supervisees who had 
worked in ‘supportive’ cultures (see chapter 5.5). The managers of their public service 
parent organisation had been reported by the supervisees as being both anti-counselling 
and anti-supervision looking upon counselling and supeiwision as activities for the weak. 
Consequently counsellors variously had described their supervision time with 
supervisors external to the organisation as ‘a haven o f tt'anquillity’ and ‘<2 sanctuary'. It 
also had provided them with the necessary safety net and professional support faced with 
the accusation of potential litigant clients.
These views of supervision had concurred with the experience of supervisees I currently 
work with in a variety of public service and government organisations. It would seem 
that the perceived external neutrality and safety of the supervision experience acts as a 
protecting professional safety net against the often perceived hostility of the parent 
organisation. De Lopez (2001) in her research had found a similar phenomenon 
exercised by group members in the process of group supervision.
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The perception of supervision and those needing counselling as being weak had been 
prevalent amongst managers who had not been trained as counsellors and nor who had 
understood the professional world of counselling and supervision -  what Proctor (1997: 
350) has called ‘uninformed managers’ (see figure 4.5 on page 152). Often they had 
been from a different discipline, for example, human resources managers, physicians etc. 
For them, the term ‘supervision’ had conjured up images of managerial power and 
control, and getting things done in the quickest way possible (Page & Wosket 1994).
The fact that counsellors may well have needed to take time out for reflection, 
recuperation and support, deal with their distress, and wrestle with ethical dilemmas, 
often had been mistaken for weakness and time wasting. Where counselling practitioners 
had worked alongside occupational health professionals there had been 
misunderstanding, professional competition and jealousy with regard to client loads and 
ways of working-in short, envy!
The counselling service within R.1 and R 2’s parent organisation had understood the 
need for the provision of supervision as having been lar gely dictated by the membership 
of the counsellors of their professional bodies for example, the British Association for 
Counselling and Psychotherapy, the British Psychological Society, etc. and through the 
professional services of their counselling service manager. But as Hawkins & Shohet 
(2000: 168) accurately obseiwe:
“Thus the organization’s culture of supeiidsion can be seen in the 
high-profile symbol of its policy about supervision, but can be more 
accurately seen in its low-profile symbols: where supervision takes 
place, who supeiwises, how regular the sessions are, what importance 
is given to them and what priority they have when pressures necessitate 
something being cancelled.”
In some instances supervisors external to the organisation often had reported they had 
been invited to take on a consultancy role with the organisation with regard both to the 
provision of counselling and supervision. This process had involved educating managers
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Figure 4.5: The sympathy/management informedness matrix for counselling 
supervision (Proctor in Carroll & Walton, 1997)
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about the world of counselling and supervision - an important aspect of organisational 
supemsion which will be addiessed in 5.4.2.
What follow are a number of examples from the research data of instances of how 
differing organisational contexts had created differing organisational influences. The 
examples will highlight negative influences. Positive influences will be discussed in 
chapter 5.
Supervisees R. 1 and R.2 variously had described the culture of their organisation as:
• Encouraging dependency
• Bureaucratic
• Controlling and not trusting
• Target orientated
• Critical
• Unsafe
• Attacking and hostile
• Couldn’t-care-less
• Machismo
Alternatively, they had described their counselling agency manager as being very 
suppoitive. Supeiwisee R. 1 had summed up her view of him:
R.l: So at the moment, my view is that the Principal Welfare Adviser is 110% in favour 
o f supervision and he is really, really supportive and very insistent that you do have 
supervision, and i f  I  wanted any more supervision, i f  he felt I  wanted it he would say ‘go 
for it! ’
The whole thrust of their work had felt ‘counter-cultural’ (Towler 1999). Elsewhere, 
writing about a similar' organisational culture, I had reported:
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“Supervisors spend a considerable amount of time and energy helping 
supervisees field the impact of organizational culture. In this respect 
supemsion might well be described as a ‘counter-cultural’ activity.” (1999:177)
As a result of this ‘counter-cultural’ activity the supervisees had reported feeling 
undervalued and die whole process of supervision as being undervalued. At one point in 
R .l’s supervision arrangements changes had been made which had resulted in 
supervisees having been called out of work for their supervision session on site and 
immediately back to the office for the next supervisee to have their turn!
When faced widi her growing concern about her failing sight her supervisor had 
challenged her sense of dependency on the organisation, her belief that somehow they 
would eventually respond positively to her expressed concerns. This had been a great 
learning curve for her:
R.1: And it stopped me feeling, that this organisation, this sort of... there is something 
about this organisation that because it looks after you cradle to grave, from the day you 
join to the day you finish, you never have to do anything, you never have to fill in any 
paperwork, its all done round you, it’s all arrived. There’s never any conflict. It does 
instil in its employees a dependency and a belief that you don’t have to do it. It will do it 
for you. You will be looked after. And I  think I  got sucked into that.
In the same environment supervisee R.2 had wrestled with being forthright in his 
criticism of the organisation. As a long serving employee he had displayed considerable 
loyalty. He had wanted to change his supervisor of seven years standing but had felt that 
the bureaucracy of the organisation had been too cumbersome to effect this without him 
being seen to cause a fuss (dependency of a different kind!) He had indicated that the 
choice of material he had brou^t to supervision had been solely motivated by an 
anxiety of ‘getting it right’ for the organisation. This had resulted in his feeling of having 
been constrained in bringing good work for exploration and celebration. He had 
explained that the organisational culture had caused him to be particularly exercised by 
ethical dilemmas faced in his counselling practice which he had brought to supervision.
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A point both he and supervisee R. 1 had made had been the felt conflict of the 
organisation having vyanted the employee to return to work set against the psychological 
need of the client to have had more time to recover. His ideal had been to create a win- 
win situation for organisation and client:
R.2: And I  guess that it is to help the business improve well being o f their staff and in so 
doing reduce sickness absence which is a very simplistic analysis but it is part o f our 
role. I t ’s not the only part, but is part. And I  guess that is what I  was saying last time.
That bit o f it is something I  still struggle with but there is always clients where it
is not in their interest to get them back to work when they do need more time, where they 
may have to even consider leaving. And i f  they are an expensive investment or a scarce 
resource then it’s difficult honestly to say that that’s a win-win situation in so far as the 
business is concerned.
Kinder (2003) in discussing the consequences of employment tribunals based on the case 
of Sutherland v Hatton, 2002 (Lady Justice Hale/ Lord Justice Brooke/ Lord Justice Kay, 
2000) makes the point that if an organisation makes a counselling facility available for 
its staff, the counselling organisation (or EAP) ‘are unlikely to be found in breach of 
duty but they must audit this process’ (op. cit 17). This being so had not mitigated 
against the strong feelings experienced by supervisees R.1 and R.2, nor it would seem 
have deterred the organisation. This had also been apparent as supervisee R.2 had 
expressed pointedly when talking of the importance of documenting the outcomes of his 
supervision session which are required by the organisation:
R.2:...... because a year’s time and bear in mind that some ETs (Employment Tribunals)
I ’m terribly fixated by the law, but bearing in mind some ETs taks years to come to 
fruition especially accidents at work, recollections are no good.
The critical voice of the organisation had been keenly felt all the time in their work like 
a lingering dark cloud:
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R.2: You get criticism from the line i f  you fail to meet targets or around time or i f  there 
is a complaint from a client.
The fact that he had seen about 700 clients in a year and had received only one 
complaint I had found remarkable. It simply had indicated to me the depth of his anxiety 
over this issue of litigation and his sensitivity about it. He had gone on to say that his 
line manager had received hundreds of thank you letters, none of which had ever been 
shared wilh him personally. One of the marks of authoritarian/ bureaucratic 
organisational cultures is the philosophy of management that is expressed by White 
based on McGregor’s (1967,1973) ‘theory x’ of organisations:
“most people dislike work, lack ambition, are essentially passive, 
avoid responsibility, resist change, and are self-centred and unconcerned 
with the needs of the organization. The role of the manager is thus to 
direct, motivate, manipulate, persuade, control, reward and punish 
the worker to effectively respond to the needs of the organization”.
(White, 1997: 17)
This had described much of supervisee R.1 and R.2’s experience. Again it is important 
to ask what part each had played in response to these cultural attitudes. Supervisee R. 1 
had acknowledged her seduction into an uncritical dependency by the culture of her 
organisation. It had been thi o u ^  the challenge of her supervisor that this had been 
brought into her awareness. Also, this dependency had seemed to have been fuelled by 
her having protected and rescued the organisation. This behaviour had defended her 
against having to assert her rights to a reasonable response to her health problem, and 
she had remained the loyal, stoical, resilient employee. I sensed her attitude was borne of 
her response to a paternalistic organisational cultur e, and had become caught in a 
sti-essful transition as the attitude of the organisation changed into a somewhat 
aggressive, achievement, and target orientated culture. There had been an emphasis that 
paperwork had needed to be in order, lhat a target number of clients had been seen and 
thus a target income had been generated. In addition the external supervisor had had to 
complete feedback forms of the content of the supervision for the organisation. Her
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supervision had been a truly counter-cultural experience, but one in which she had 
regained insight into her difficulty.
The supervisee (R.2) seemed to have been cau^ t in a fantasy of the old paternalistic 
organisation. I imagined that past introjections had been significantly impacting on his 
non-assertive compliance with the increasing conflicting demands of the organisation- 
hence his high level of anxiety and fear of ‘being found out’ as projected onto the 
organisation with the role of critical, bad parent. As he said:
R.2:.......... you are trying not to be a persecutor, nor a rescuer, and sometimes by the
time I  get to supervision I ’m the victim.
At my last contact with him, he had accepted a stressful post of team leader!
In the internal EAP the supervisees (R.11-R.14) had forcibly construed the organisation 
as ‘patronising’, ‘punitive ’ and acting like ‘a critical parent’. This had largely emanated 
from their experience of their counselling service manager who had been detailed to 
make significant changes to the employment status of all counsellors. They had 
expressed dismay and anger at this change and how it was being implemented. 
Supervisors (R.15- R.19) likewise had been similarly affected and much of both group 
interviews had been heavily imbued with a sense of anger and disorientation with threats 
of resignation!
4.4.6; CoiiclusioHi
In this section I have explored properties of the category (influences) of how the parent 
organisation and counselling services have variously impacted negatively On the 
supervision of the counsellors. I have posited that there is a direct relationship between 
the attitudes, beliefs and values of the organisation expressed as organisational culture, 
and the practice of supervision and counselling -  and indeed how clients are viewed by 
the organisation. The experience of wrestling with the boundary of the organisations has 
resulted in distress, feelings of themselves and their work (including supervision) being
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undervalued, and a pressure to get it right in the light of potential litigation from clients. 
In reflecting on their experience I have highlighted the importance of the inti apsychic 
influence each brings to their construction of this experience of wrestling with 
boundaries. Again the dual challenges for the supervisor and supervisee in organisational 
contexts are:
1. To hold enough space for good supervision, and to avoid degenerate and perverse 
forms of supervision triggered by unhelpful hidden organisational influences (Hawkins 
& Shohet, 2000).
2. To work co-operatively:
• to be aware of
• to understand
• and to effectively manage both the impact of the internal and external social, 
political and economic influences on the different organisational systems of the 
parent organisation
• to reflect on how these are reflected in the behaviours of the organisational 
system of the counselling service
I suggest this is to be involved in a process of assimilation and acculturation to the 
prevailing organisational cultures. The next section will address how the supervisors 
wrestled with their role in relation to supervisees and their organisational systems.
4.5; Siipeiwisors wrestling with their role in relation to the supemsees and the 
oi^anisation.
Each property of the category will be addressed by applying the 6Cs. All supervisors 
interviewed had acknowledged the experience of wrestling with the interface of clients 
with supervisees, with the organisational context and themselves. I had noticed how the 
different contexts had created different perceptions of the nature of their wrestling 
(Copeland 2000). A consistent featur e of their experience had been their wr estling with
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boundaries between each of the parties in the supeiwision and counselling. As a guide to 
identifying the different relational boundaries in different contexts the following section 
(4.5.1) outlines diagrammatic representation of differing relational boundaries. Figure 
4.6 (page 160) explains the relational nature of the properties of the category.
4.5.1: Organisational configurations
Supervisors interviewed in this study either had been employed internally by the parent / 
counselling organisations, or as external supervisors to the parent / counselling 
organisations. Diagrams (figures 4.7,4.8, and 4.9 on pages 161-163) set out the different 
configurations indicating the relational nature of supervisor, supervisee, client, parent 
organisation and counselling organisation.
4.5:2. Difficulty in maintaining space for supeiwision of clients
Both implicitly and explicitly each supervisor had emphasised the energy expended in 
supervision to create and maintain a flexible space for the supervisee to reflect on 
their clients (Winnicot 1971; Mollon 1989; Page 1999; Page & Wosket 1994). This had 
been expressed sometimes in percentages of how much time had been spent on 
examining the organisational issues; at other times on how the supervisor had ‘ring 
f e n c e d ' to work specifically with clients issues. A supervisor from the elite focus 
group was very specific about this:
R.23: Well what springs immediately to mind when you say that is the fact that I  have 
formed a theory which may or may not be biased, that it is important tp ring fence some 
time for client work because, mutually with the counsellor who is usually glad to do that. 
Otherwise the pressures o f  the organisation and o f the... I ’m thinking it differs with 
voluntary organisations, with different organisations.....
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counselling/parent 
orcanisation
• monitoring 
role
contracting
superviseesupervisor
creating and mamtaming 
a space
for supervision 
temptation to collude 
versus
Figure 4.6: Diagram showing the relationship between the properties of the 
category supervisors wrestling with their role in relation to die 
supervisee and the organisation*
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The players in the supervisory field are identified as being entirely within the ‘box’ of 
the parent organisation:
supervisee lupervisor
Figure 4.7: showing the relationship of an internal supervisor to an
internal supervisee i.e. both employed by the parent organisation 
which is also the counselling service
The supervisor is shown inside the box of the parent organisation with the 
supervisee/counsellor, client and any third parties (organisation) are shown within the 
box of the organisation.
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M ^ o r ,supervisee
Figure 4.8: Diagram showing the relationship between external supervisors to 
external supervisee working for an EAP
The counsellor is accountable to the EAP to provide a professional counselling service 
for clients in the EAP customer organisations. The supervisor is external to both 
organisations and is paid for by the supervisee and is relatively independent of the EAP.
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counscllins semce
supervisee
Figure 4.9: Diagram showing the relationship of the external supervisor to a
parent organisation which promotes an internal counselling service
The supervisor is outside the box of the parent / counselling organisation and is 
employed externally to the organisation.
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I had noticed that she had used the term ^biased' to describe her action. The implication 
had been that if she did not do this the organisational issues at times would have 
occluded working on client issues. Thus she had exercised some control on the influence 
of the organisational boundary to preserve what Proctor (2000) calls ‘the heart of 
supervision’. A supervisor (R.3) working externally to a large commercial organisation 
had reported that at times 75% of supervision time had been spent in assisting 
supervisees manage organisational issues. External EAP (R.17-R.20) supervisors had 
unanimously reported that the first part of supervision had been used to assist 
supervisees manage organisational issues of record keeping, and managing aspects of 
organisational change. An internally employed supervisor (R.6) working within a 
voluntary organisation had reported incidences of helping supervisees understand their 
responses to other staff members and other organisational demands. What seemed to be 
normal had been the necessity to juggle with the often competing demands of clients and 
‘organisation as client’ (Pickard 1997).
I will discuss this further when addressing the sub-category of ci^eating and engaging in 
a flexible space and relational focus for supemsion (Chapter 6).
4.5.3: Supemsors tempted to collude with supemsees against the oi^anisation
There is a potential temptation for the protecting influence of the supervisor to split the 
client work as good work from the bad influence of the organisation, and hence to 
alienate the importance of the organisational third party. The three-cornered contract 
framework (English 1975) and Micholt’s (1992) notion of ‘psychological distance’ 
clearly indicates the potential splits that can occur between the parties in the supervisory 
process. Morgan (1994) explores this phenomenon of splitting in organisational life and 
indicates how this can influence the behaviours of organisational members.
Another consistent theme amongst the interviewed supervisors had been their challenge 
in maintaining ethical boundaries in the face of organisational influence and practice. In 
some cases this had seemed to relate directly to their experience of the values, beliefs 
and attitudes of the organisation. One external supeiwisor working for a lar ge
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commercial organisation (figure 4.9 on page 163) which had exhibited a ‘power culture’ 
(Harrison 1972) described having been constantly challenged in this way:
R.3: Certainly with the voluntary organisations I  supervise for (pause)
... some o f the voluntary organisations that I  supervise for, I  have a much closer 
relationship and I  don ‘tfeel constrained by the organisation. But I  think partly because I  
agree with the aims and objectives o f  the organisations for their counsellors or 
therapists.
.............. I  suppose primarily it comes down to ifJ agree what their attitude is towai'ds
the clients and therefore backing that up to the counsellor and what counselling is, what 
therapy is and so what that process is, and therefore what supervision is.
She had expressed her personal fiustration influenced by die prevailing culture of the 
organisation of her supervisee which she had construed as disrespectful both to die staff 
of die counselling service and dieir clients. The following extract had provided an 
example of how die organisational expectations of working with clients had conflicted 
with her values and beliefs and had tempted her to collude with her supervisee:
R.3: There’s a lot o f frustration around at the moment with regard to what is happening 
in (the organisation) and not knowing and those sorts o f things, and that’s undoubtedly 
having an effect on their intia-psychic processes, in terms o f feeling unsupported, not 
held, uninformed and I  collude with that. I  mean as in I  support them in that. I  don’t 
know i f  that’s collusion whatever but I  feel the sense o f the organisation as the baddie.
As a result this supervisor had distanced herself from the organisation. She had reported 
that she had felt the organisation had only wanted to hear problems about supervisees 
and not constructive ways forward, for example, she had described feeling discounted by 
their lack of reply to a positive suggestion about gi'oup supervision.
I think her situation had well described her sense of ambivalence about her supervision 
work with this organisation. I had mused about her motivation in working in this 
organisational context because at the end of the inteiwiew she had said that this
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commercial organisation had been the only one in which she had felt constrained in her 
freedom to supervise creatively. She had felt trapped. If she had had a closer relationship 
with the organisation she may have been asked to do things she would have disagreed 
with. On the other hand she had missed the open communication she had with other 
organisations in which she supervised. I felt she had been unable to give the bad parent 
of the organisation a chance to redeem her/himself. My experience of her had been of a 
pragmatic supervisor who had hated bureaucracy but had served well the needs of her 
supervisees. I had wondered whether she had been caught in an unconscious 
psychological game with this particular organisation (Karpman 1968 cited in Stewart 
and Joines, 1999).
A counselling service manager of this supervisor had shared his dilemma about the 
relationship of the organisation with the external supemsors:
R.4: Now we pay a reasonable rate, something lilœ forty pounds an hour which in (name 
o f city) is probably below par, on average fine, but elsewhere it is a good rate. My 
argument is that in a sense that means they should be willing to come to the supervision 
workshop but there is an actual active problem we've got now where we have a handful 
o f people haven Y been to anything.
He had provided two workshops each year for the supervisors to consult with him about 
the supervision and its relationship to the context. He had reported that he could not 
afford to pay for attendance at these workshops and thus make them mandatoiy and 
contractual for the supervisor because the organisation had been unwilling to meet the 
financial demand. Therefore attendance had been voluntary. Thus, for him, it had been 
an economic difficulty-not being able to pay for a mandatory attendance as part of the 
supervisor’s contract. Again, the internal politics of available financial resources 
cmcially had influenced the attitude of the supervisor and the reaction of the supervisee 
in an unhelpful way.
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I had found him passionate about the necessity to integrate reflection on the influence of 
the organisation on counsellors’ work, and frustrated at not having enough information 
from the supemsors about what actually had happened in the process of supeiwision:
R.4: I ’ve gone to my supervision and talk about organisational things, getting irritated 
with the organisation, saying I  want to get on with the client work but I  guess what I ’m 
looking for is the organisational supervisor to really get into the organisational stuff and 
explore the impact o f that on the clients. I ’m sure they do but, it's just, I  haven't seen 
that with some o f the supervisors in evidence. And that's I  think partly to do with the fact 
that I  don't perhaps see a lot o f them, every six months and some o f them never attend.
So how do I  know?
His awareness had been influenced by his attendance on the Diploma Course in 
Organisational Counselling, and his ability to conceptualise organisational dynamics in 
his own counselling and in his role as the manager of the counselling service.
In another context in which I supervise, regular bi-monthly meetings between 
supervisors and organisational managers and a head of profession are scheduled as pait 
of the supervision contract, and paid for by the organisation. This provides an 
opportunity for negotiation, consultation, monitoring and builds up trust with the 
organisation. It also provides an important arena in which the operational-clinical divide 
of the counsellors’ work can be carefully worked through.
Another supervisor (R.5) from the same commercial organisation had wrestled with the 
boundary of the organisation, reflecting on the influence of the prevailing organisational 
culture. She too had reported having worked with her supervisees on the challenge of 
what she had called a paternalistic culture ’ expressed both as a positive and a negative 
influence; a ‘come on just get on with it’ culture; and ‘this talking (counselling)is a 
waste o f time ’ culture. What I had noticed in her reporting had been how she had worked 
effectively with negativity expressed by her supervisees. As an organisational supervisor 
of considerable experience she had had little expectation that the counselling service
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organisation or the parent organisation would have understood the nature of counselling 
and its ethics:
R.5:.....  there's what I  would suppose I ’d label a type o f medical approach which
can often conflict with the counselling work or the counselling relationship. But that’s 
something that I ’m very much used to. I  mean generally welfare is set in occupational 
health or something like that. So there are always people who won’t understand the 
counselling sort o f ethics, i f  you like.
She had experienced the tension of a conflict of values, had recognised its cause, and 
had helped the supervisees manage theii* reaction to it. This had not meant that she had 
not felt challenged by the influence of the organisational culture. On the contrary - she 
had described her process concerning her strong feelings about how the counsellors had 
been treated faced -with an impending privatisation of the counselling services:
R.5: What it does is, i f  the supervisee, i f  it (the issue ofprivatisation) comes up in the 
context o f the supervision, you know, part o f me wants to say 'yes and it’s really 
disgusting’.....
Maybe part of her reaction had been unconscious in that her role had felt threatened. 
Elsewhere in the interview she had stated that part of her disgust had been about the 
negative manner in which she had felt that change had been managed (or mis-managed) 
in the pai ent organisation. She had expressed a sense of solidarity with the counsellors 
as fellow professionals.
Sapriel (1998) argues that it is almost impossible to bracket these kinds of experiences, 
that is, the strong feelings of the supervisor. Because they are in the field of enquiry the 
supervisor needs to manage these strong feelings in a way which does not impact on the 
supervisee. The supervisor had used her strong feelings as a source of her empathy for 
the supervisee. She had recognised that if she had given in to her prejudice she would 
have allied herself unhelpfully with supervisee against the organisation (Micholt 1992; 
Gilbert and Evans 2000).
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Similarly, another supervisor who had worked as an external supervisor and previously 
as a counsellor for the same internal EAP had described her struggle with managing the 
boundary of the organisation in supervision:
R.20: So Ifeel I  can absorb some o f that I  can deal with it professionally and pass on 
what I  can pass on. And then where it impacts on the client work, that’s where I  feel 
least adept at bringing that into awareness, where for the counsellor, because it might 
not be being dealt with at all So there are probably areas which could be much more 
expanded on-where that impact is having some effect on the client. Veiy much like the 
venues, because there is a part o f me that doesn ’twant to represent the bad parent bit, 
there’s a bit o f me that wants to allow them to do itfor themselves, there’s a part o f me 
that thinks this a is a great organisation. I t ’s all there
Her struggle had been in managing all the influences in the time available (usually one 
hour), how much of the negative influence to acknowledge and work with, the 
supervisor’s uncomfortable identification with the '"bad parent’ of the organisation and 
allowing the supervisee to self manage. Later on in the interview she had identified her 
role in acting as a ‘buffer ’ between the supervisee and the organisation to minimise the 
degree of negativity for the supervisee:
R.20:1 suppose that takes me back to the bit that I  was saying how I  see myself. I t ’s 
almost as a buffer (the organisation) and the counsellors.
In behaving in this way had she rescued the supervisee from ‘suffeiing ’ and the 
organisation from having been seen ‘as the bad parent’ and thus from the effects of this 
negativity? Had she been protecting herself against too much discomfort? Her comment 
about ‘the great organisation ’ may have betrayed a displaced loyalty in protecting a 
partially dysfunctional system from effective feedback and thus possible change. Again, 
this experience had demonstrated the complexity of managing the boundary between the 
supervisor, the supervisee and the organisation of the EAP -  a complexity of the inter- 
influence of internal psychic, interpersonal and interorganisational boundaries of both 
supervisor and supervisee.
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Interestingly, her peer supervisors had shared similar experiences but had chosen to 
manage them differently. An example of their experience of negativity had arisen from 
the supervisees’ feelings about some of the unsuitable venues in which they had been 
required to work with clients; completing the administrative aspects of the role; and 
being told by the manager that they had to report incidents to their supervisors. In 
describing the attitude of the organisational manager to themselves and their supervisees, 
some supervisors had used words like ‘infantilism \ ‘being back at school \ ‘punitive \ 
Whereas one supervisor (R.20) had acted as a ' between the counsellor and the 
organisation, the others variously had empowered their supervisees to raise the issue 
with management. They had reported a ‘shrugging o f shoulders ' as a way of self 
management. A new supervisor (R.19) to the EAP team had summed up her feelings:
K 19:1 know we can joke about it I  am not the best person to help her clarify what goes 
where and what the organisation expects. I ’m for ever feeling guilty that I  need to do a 
bit more work on what the organisation expects, counsellors and me.
Two supervisors had been previous employees of the parent organisation working in 
different employed roles. One had experienced it as untrustworthy and had evidenced 
negative attitudes to the original proposed change in status of the supervisors from being 
employed externally to becoming employees of the parent organisation. This attitude had 
spilled over into other aspects of the organisation of supervision. The other had chosen 
to construct the same issues in a positive way. Another, having been with the counselling 
service almost from its inception, formerly as a counsellor, acted as a ‘buffer’ between 
the organisation and the supervisees in an attempt to mitigate the worst features of the 
‘bad parent’ of the organisation. Hence, people’s constructs of the context significantly 
had affected their attitudes to how they had managed these issues in their' role as 
supervisors
What I had found particularly illuminating had been the attitude of supervisees working 
for the same EAP. One of the four had qualified as an Organisational Counsellor, having 
gained a qualification of a Diploma in Organisational Counselling. He had reported that
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his supervisor had not dealt specifically with the influence of the organisation on his 
counselling work, which he felt had been a great gap in his supervision:
R. 13 : /  feel disappointed that she does supervise the organisational part o f my work
The other three who had qualified through traditional counselling courses had reported 
that on the whole, they had found the organisation a negative influence which had 
intruded on the precious space of supervision time for their clients. They had expressed 
irritation with bureaucracy, poor venues in which they as counsellors had been expected 
to carry out the counselling and the critical attitude of the counselling service manager. 
One on them had summed up the feelings of the others:
R.14:1 find the organisation an intrusion in my counselling work with clients
These issues had been raised by the supervisors as negative aspects of their experience 
of the organisation. Whilst I believe suitable venues are important in that they express 
something of the value that organisations place on counselling (McLeod and Machin 
1999), it highlights the tension between the operational and clinical aspects of 
counsellors and the role of supervisors in relation to their monitoring and management.
In addition I had wondered how much of their complaint had been fiielled by the 
changes being made to their employment status by the parent organisation.
4,5.4; The monitoring role of supervisors in relation to Üie oi^anisation
In organisations where there had been a Head of Counselling Services who had not been 
a trained or qualified counsellor, supervisors had found themselves in the role of 
educators in this regard. Regular meetings between supervisors and mangers had been 
established as a means of monitoring the clinical work and performance, and as a vehicle 
for checking out the reasonable output of counsellors. This had become particularly 
relevant where internal organisational departments had to budget for employee client 
work. This largely had occurred, although not exclusively, in workplace contexts. Lane’s 
(1990) suggestion that there is a relationship between the type of culture and the impact
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of coimseliing services on the organisation is significant in this regard. The workplace 
cultures of the interviewees of this study could be located within a mixture of ‘power’ 
and ‘achievement’ (Harrison 1972; Oudtshoom 1989; Pheysey 1993). More and more as 
counsellors are called upon to account for their practice in such organisational cultures, 
supervisors are likewise called to account. Lane (1990:542) comments, ‘...the 
organisation is likely to demand accountability for results and see counselling as part of 
the goal of performance’.
Indeed an internal supervisor who had worked for a voluntary organisation that had 
relied on government monies for the support of its specialised services to the community 
had been very clear about his ‘policing’ (organisational monitoring ) role in supervision:
R.6: ...I will check out how many clients they are seeing. Are they alcohol related issues, 
drug related issues or are they families of, because we also see families ofpeople who 
have drug and alcohol usage difficulty. So I  will monitor that. And I  will also monitor 
the fact that we need to be seen. The clients would not want the waiting lists to be too 
long, so I  will pay attention to how many people are on the waiting list. I  will encourage 
the supervisees to begin to work towards their endings (Ahm) i f  I  feel they are staying 
too long, or refer the clients on to more, other appropriate agencies for the 
organisation’s sake.
This policing role of the supervisor (Houston 1995) had figured prominently throughout 
the interview. It is of note that he had performed a line management role within the 
organisation and therefore had been expected to act like a '‘traffic warden ' in keeping a 
throughput of clients through the service. This I had construed correctly to have been the 
result of pressure created by national and political fimding bodies who had required a 
monthly statement of throughputs of clients. He had been quite clear that the continuity 
of his job and that of the counsellors and the service had depended on meeting targets.
A supervisor who had been working in a penal institution had reported that this 
‘policing’ aspect of supervision had created a very negative view in the supervisees 
which had resulted in their having felt that supervision had been more about control than
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learning. Whilst he had been at pains to create a lively place for learning to take place in 
the supervision, it had not appeased the supervisees’ feelings of having been target 
chasers. Again this had reflected Lane’s (1990) analysis where the influence of the 
organisation had resulted in a view of counselling as goal orientated.
One supervisor wbo had worked externally for a statutory service graphically had 
described the difficulty she had experienced in educating her ^employing body ’ and 
again highlighting the ethical implications of her role:
R.12: ... and attempting to, becomes a process o f  ti'anslation aiTd explanation that’s 
needed in order to be able to provide a level o f safe clinical service. An example woidd 
be ’Oh! Nobody can be around when he comes today, and somebody else is using the 
premises today, why don ’tyou see the clients on a bench on the park? ’ This is the 
organisation not understanding the boundaries and operating according to its own 
normal boundaries and belief systems. So the role o f the supervisor becomes quite a 
difficidt one in that you become the person who is trying to explain a different system to 
the system that’s got the power employing...
The supervisor had been aware of how different organisations in which she had 
supervised had construed different meanings of the word ‘supervision’:
R.12: They’re beginning to happen (i.e. contracts) (both laugh). I t ’s been a kind o f  
innocent place. The contracts that so far I ’ve come across are not terribly clear on what
la m  supposed to be doing. Providing supervision doesn’t  I  mean talking in systems
terms to a youth service or social service manager will mean something different.
JT: Managerial supervision.
R.12: Yes. So checking that people do things right. And that all the forms are filled in.
This point of the relevance of using the word ‘supervision’ in the counselling profession 
is forcefully made by several authors (Williams 1992; Copeland 1999; Page and Wosket
1994). In her research dissertation, Copeland (1999: 233) states:
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“In other professions, the word supervisor is connected with a managerial 
function and this role carries with it its own power through its status within 
the organisational hierarchy.”
She continues to argue that the counselling profession needs to find a new word which 
would carry a greater sense of authority that supervisors have at the moment. She also 
strongly recommended that external supervisors ‘need sources of power within the 
organisational system’ (op. cit. page 234) to foster a culture of learning about 
counselling and supervision within organisations. Whilst I agree, and have actively been 
involved in such activity, my experience to date has been dispiriting as the management 
of organisations seems beset by more pressing demands! The danger I have found has 
been that managers will consult but subsequent delivery of decisions has lacked a 
profound understanding of the nature of the craft of counselling and supervision.
4.5,5: Supemsors and contacting with organisations
All supervisors interviewed had highlighted the nature and importance of contracting at 
the outset of their supervision services with the organisation. By contracting I mean the 
agreements, conscious and unconscious, of all parties in the relationship and the rules 
and procedures that guide that relationship. Based on Berne’s (1966) levels of contract, 
the contract between a supervisor and the employing organisation is expressed in three 
aspects -  the administrative, the professional and the psychological.
Whilst all supervisors had been keen to have established formal contracts or working 
agreements (Proctor 1997) with then organisation at the outset of their supervision 
services, the subsequent attitude of the organisations had varied. A working agreement 
with one organisation had required the completion of session by session feedback sheets 
containing a description of the broad areas covered in the supervision session. This had 
formed part of the administrative aspect. A current supeiwision workplace setting 
counselling service requires a supervision record to be made of each client and kept with 
the client notes. The implication of this is that both client and supervisor records would 
be available for inspection by the courts if so requested.
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Where there had been a dual role of manager and supervisor one supei*visor (R.6) had 
been very clear about discussing with the supervisees the extent of information sharing 
in the relationship, and had been clear when he had been in ‘manager’ and when in 
‘supervisor’ mode. A supervisee from the same organisation had reported that their 
supervisor had been exemplary in their practice of this. Clarifying the different ‘hats’ of 
the supervisor had resulted in a greater openness by the supervisee. The supervisor had 
become acculturated to managing the expectations of the organisation in this regard:
Many supervisors had felt it had been important at the outset of the contract to make a 
working agreement with the organisation even when the organisation had not asked for 
one. This had been negotiated as a way of protecting all the parties involved:
R.23 : I f  the organisation didn % I  think it is the supervisor’s responsibility. I  think I  
particidarly wanted to say that, and I  think I  feel more protected. I  mean I  didn’t do it as 
a self protection. I  did it as a kind o f righteous gesture (copious laughter). But 
nevertheless I  do think it is safer practice because you know I  could, the supervisor, be 
really unhappy about some things I ’m always doing and Iwouldn ’twant them to go on
working in the organisation. I ’d like to have permission about it to do that and also I
think I  would feel more self protected and in a more pursuing age that I  could say the 
organisation had not cared less, (laughter).
There is a professional and etihdcal reason for contracting. It clarifies boundaries of 
operation and seeks at the outset to protect all parties including supervisee, supervisor, 
client and organisation as set out in the British Association for Counselling and 
Psychotherapy Ethical Framework for Good Practice in Counselling and Psychotherapy 
(2002:7,9):
“27. Supervisors and managers have a responsibility to maintain and enhance 
good practice by practitioners, to protect clients from poor practice and to 
acquire the attitudes, skills and knowledge required by their code.
“48. The practitioner is responsible for learning about and taking into account
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of the different protocols, conventions and customs that can pertain to 
different working contexts and cultures.”
An external supervisor (R.12) to a Youth Service Counselling Service had provided an 
example of how she had worked with the supervisee to protect the supervisee from 
potential haim:
R.12: In the other places there is also a kind o f  providing a safe space for these 
counsellors and students, these places will take on students without understanding the 
implications o f providing a safe setting.
The supervisor had been particularly concerned with trainee counsellors and their safety. 
She had faced the dilemma of the organisation having not understood that it had not 
been appropriate for the counsellor to meet the client in a venue unattended by others, 
protecting the counsellor from seeing her client on a park bench etc. She had taken on 
the role of educator of the organisation and had acted as an advocate of the supervisee. I 
noted with interest that Bond (1998: 40) in discussing the nature of resources of venue 
open to different counsellors comments:
“In particular, counsellors working with drug-users or young people 
state that some of their clients associate a private room with being 
in trouble and that their clients prefer to obtain privacy in otlier ways, 
perhaps by seeing the counsellor in a busy public space where the meeting 
may pass unnoticed.”
In my experience the park bench and some street comers are where the Youth Service 
has traditionally carried out its work- commonly called ‘outreach’ or ‘detached’ youth 
work. Different contexts and different organisational cultures and working practices will 
heavily influence the expectations of management in the delivery of counselling 
services. I have contended that it is in the interests of all parties to learn from each other 
about their respective worlds through the study of culture and in-house literature (Towler 
1999: 197). I agree with Proctor (1997: 196) when she advocates that supervisors check
176
out whether or not they can ethically work within the expectations of the employing 
organisation.
Two supervisors (R.22 and R.23) from the Elite Focus Group had summed up their 
experience of contracting for supervision with organisations thus:
R.23: In three different cases I  myself, whether i t ’s very typical it still is, was, that they’d 
come to supervision they’d say can they have it, they agreed to pay and they’d come.
And I  with the counsellor’s concern drew up a letter to the organisation to explain what 
I  understood my role to be and I  thought that they should require o f me a report every 
year which dealt with any feedback to the organisation in general terms, whatever, not
detail................ And in both cases they never bothered to ask for the report. In one case
we remembered. The counselloj's now together remembered to send it. In the other case 
it just lapsed. The only remaining supervision I  do do, they sent me a contract but it 
wasn’t about what they expected me to do and the counsellor wrote it as part o f  the 
counselling service... with her predecessor I  had discussed it, we had put out a thing she 
shared with her boss who has changed two or three times, so I  doubt they have ever seen 
it.
R.22:1 think that is amazing because that is my experience. They are not interested in 
the external supervisor. I  suppose if there was an exti'eme case I  would go back to the 
employing organisation. I ’ve just never had anything like that. They are generally not 
interested about me beyond paying me. And that’s true for the universities, the hospitals, 
and clinical psychology and psychotherapy departments, lots o f different people 
involved.
From these supervisors’ experience, the organisation either had not been interested or 
had been ignorant of the nature of supervision, and how this could potentially negatively 
have impacted on the organisation if complaints had been brought against counsellors. A 
third supervisor (R21) of the group had been forceful in his recommendation that 
appropriate notes of supervision sessions be made and retained by the supervisor as a 
way of potentially protecting the client, supervisee, supervisor and organisation against
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litigants. The effectiveness of such supervisor notes has yet to be tested by an English 
court.
In voluntary organisations such as a Church Counselling Service which had evidenced 
the marks of a ‘support culture’ and which had been managed by a qualified counsellor, 
an external supervisor had expressed relief over the issue of contracting for supervision;
R.12: In places where there is a counselling co-ordinator you heave a sigh o f relief and 
go in and do the supervision.
The inference had been that managers who also had been qualified counsellors had 
understood the nature of counselling and supervision, and that difficulties of not being 
understood would be minimised. The expectation might have been that supervisors and 
managers would engage in a regular dialogue about matters of common concern, for 
example, the management of the boundary between operational and clinical practices. 
My observation from practice is that whilst managers may be qualified counsellors they 
are still constrained by the influences of organisational culture and the political, social 
and economic pressure of the parent organisation.
Carroll (1999:145) writing about making contracts in workplace settings is instructive of 
the implications of making clear contracts with the organisation and the supervisee:
“Contracts clarify roles and responsibilities, they outline expectations firom 
all parties, and they eliminate, to some degree, the process of game playing.
The contract, above all, minimizes surprises and ensures that all parties 
have thought thi ough, before the work begins, their responsibilities and 
obligations to one another and to the organization.”
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4.5.6; Conclusion
In conclusion it was clear to me that all supervisors in this study:
• Had been constantly ethically challenged by the ignorance or disinterest of the 
organisation
• Had struggled with the shadow side of the organisation evidenced in critical 
paiental attitudes from personnel within the counselling services which in turn 
had been influenced by the wider parent organisation
• Had been impacted on in different ways by different organisational cultures
• Had struggled within themselves to accept the organisational demands of 
themselves and their supervisees
• Had been called upon to hold and contain supervisees and their clients in 
sometimes chaotic organisational systems
• Had been expected to act as control agents for organisational expected outcomes 
(internal supervisors especially)
What had become clear in this study had been that unless the supervisor intentionally 
had developed an ‘organisational eye’ (Hawkins & Shohet 2000) the organisation could 
have been easily dismissed as an unwarranted intrusion in the supervisory space. The 
unconscious ‘invisible client’ (Hughes and Pengelly 1997; Pickard and Towler 2003) of 
the organisation and its related systems is an ever present reality in the supervision room 
as in the counselling room. A supervisor (R.21) from the Elite Focus Group had pointed 
out how the organisation often had come between the counsellor/supervisee and the 
client and the client had become hidden from the supervisor.
The supervisors’ interviewed had wrestled with the management of the boundary 
between their supervisee, the ‘fantasy client relationship’ (Hawkins & Shohet 2000) and 
the different systems of the organisation-in fact with a multiplicity of systems.
Like their supervisees they had experienced aspects of the organisation as a negative 
influence. Their responses had included rescuing, denying, grudging acceptance with a
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metaphorical shrug of the shoulders, to an acceptance of its significant power and 
influence in and on the supervisory process. The implications for practice are important 
in respect of the supervisors’ capacity to assist supervisees to discriminate between the 
organisational influence in turn influenced by social, political and economic pressures; 
the intrapsychic experience of all parties; and the interpersonal experiences of all parties 
in the supervisoiy alliance. There had been a vaiying degree of assimilation and 
acculturation to the different contextual cultures experienced both as conscious and 
unconscious influence. The maintenance of a professional integiity by ethical good 
practice had been pivotal in this process.
4.5.7; Chapter Conclusion
This chapter has uncovered what had been happening in organisational supervision, and 
what parts had been played by the four parties of the supeiwisory process -  the 
supervisee, the supervisor, the client and the organisational systems. The data has 
evidenced a process of wrestling with the relational boundaries between the parties, as 
one part of their total experience. For supervisees this part had been perceived largely as 
a negative influence with some supervisors and some organisational systems particularly 
in workplace settings. This had resulted for supervisees in having felt inadequate, mis­
understood, anxious, angiy, de-skilled, not respected as professionals. For supervisors 
some had felt marginalised by the organisation, not heard, ethically challenged, tempted 
into collusive activity with then supervisees against the organisation. It had been as if 
the hidden influence of the organisation had been present in the supervision room 
pulling both supervisee and supervisor into the various comers of the three-comered 
contract (English 1975; Micholt 1992; Pengelly and Hughes 1997).
For both supervisee and supervisor the challenge had been to acknowledge what had 
been happening, assimilate the experience of the wrestling and find a socialisation, an 
acculturation in managing appropriate responses. What has emerged has been a process 
of supervisees and supervisors co-creating their own culture of supervision, the creation 
of another system alongside the other organisational systems and sub-systems informed 
by ethical good practice. Where the organisational culture had been authoritarian and
180
critical the boundary of the supervisor space had needed to be protective to enable the 
supervisee to have their work appropriately appraised. This will be discussed more 
theoretically in chapter 7.
In symbolic interactionist terms (see figure 2.2 on page 58) the supervisee and 
supervisor had been influenced by each other and the hidden field(s) of the 
organisation(s) where they had struggled to uncover a language sufficient to give 
meaning to then experience. Except with the elite focus group members, I had noticed a 
lack of language (conceptual) to talk about and understand the influence of the 
organisation. In some cases both supervisees and supervisors had not been ready (open) 
to acknowledge the impact of the organisation on their counselling and supervision 
practices. Some supervisees had become stuck in a culture of blame about their 
organisations whilst others had been prepared to work through the tensions resulting in 
working solutions for the future. Such had been the impact of the flux and flow of 
conflicting energies within the supervisory field.
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CHAPTERS
SUPERVISEES AND SUPERVISORS VALUING AND BEING VALUED 
5.1: Introduction
‘In the flux and flow of the supervisoiy field’ I had discovered an opposite facilitating 
influence at work, as both supervisors and supervisees had forcefully expressed their 
feelings of valuing and being valued by each other and by the organisation in their 
counselling supervision. All interviewees had given considerable credence and 
significance to these aspects of their experience. Heron (2001:154) although 
discussing the ‘valuing dimension’ of facilitators with groups, giasps the essence of 
the concept o f‘valuing’ when he writes:
“... you are seeking to create a climate of respect for persons and personal 
autonomy, in which group members can feel honoured, so that they can become 
more authentic, disclosing their true needs and interests, finding their integrity, 
deteimining their own reality and humanity”.
For me this had summed up the intentions of the supervisors and supervisees I had 
interviewed.
This chapter will explore and discuss the phenomena of valuing and being valued in 
the three categories of:
© supervisees valuing and feeling valued by the supei-visor (5:2)
© supei'visors valuing and feeling valued by the supervisees (5:3)
© supervisees and supervisors valuing and feeling valued by the
organisation (5:4)
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5,2; Supervisees valuing and feeling valued by the supervisor,
I shall first identify the properties of this category of the superVsee valuing and 
feeling valued, and then discuss each in turn with reference to the data and existing 
theory. The 6 C’s of Glaser (1978) will be used to construct the analysis. Both 
psychological and social aspects of the phenomenon will be discussed. Diagram 5.1 
(page 184) sets out the relational nature of the different parts of the phenomenon.
5.2.1: Creating a safe and trusting r'elationslrip
At the heart of the process of supervision each interviewee had attested to the cmcial 
significance and valuing of the supervisor’s ability to create a tnrsting and safe 
r elationship This had been created by the supervisor as a result of their capacity to 
create an attitudinal climate of supportive conditions and behaviours by;
• Making a clear contract including setting of the ‘ground-rules’
• Giving permission to be honest and open
• Creating a place which is ‘shame free and blame free’
• Creating a place of empowerment
• Understanding and affirming the supervisee (figure 5.2 on page 184)
The phenomena had closely reflected the Rogerian (Rogers 1980) attitudinal qualities 
which form the ‘core conditions’ (unconditional positive regard, empathy and 
congruence) for therapeutic change. In particular he had stated that when 
‘unconditional positive regard’ had been offered by the counsellor she had been 
offered a safe space in which to flourish and grow psychologically. Supervisee R. 1 
had been very clear about her early experience with her first supervisor:
R J  : “/  was very used to that supervisor and had a great rapport and confidence in 
her because we all knew the ground-rules. "
and her colleague:
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supervisor adaptabUity 
enabling growth & 
develonment
creatuig a safe & trustmg 
relationship
professional respect protection agauist the 
organisation
Figure 5.1: The relational nature of the sub-category of supervisees valuing and 
being valued by the supervisor
clear ground-rulescreating a shame & 
blame-free place
creating a safe & trusting 
relationship
permission to be 
open & honestcreating a place of 
empowerment
understanding & 
aflirming the supervisee
Figure 5.2: The relational nature of the dimensions of the property * creating a 
safe & trusting relationship’ in supervision
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R.2. I t ’s an opportunity in a safe environment without reference to the line (line 
management), or performance or appraisal to explore an intervention and strategies 
and reasons it worked and what didn’t without shame and blame.
Having a strong working alliance (Sills, 1997; Carroll, 1996; Proctor, 1995; Feltham 
& Dryden 1994) had been the result of both building a rapport which had led to a 
deepened confidence in each otlier. For supemsee R.1 ‘knowledge’ had stemmed 
from an internalised understanding and acceptance of what had been required by each 
party to make the supervision work. In origin such knowledge had been multi-faceted, 
similar to Baumard’s (1999) description of ‘metis’ (see discussion in chapter 3, page 
110). For supervisee R.2 the supervision relationship had been safe because he felt he 
had not been judged and he had felt fi*ee to explore his work including his areas for 
development ’without shame and blame ’. This had contrasted sharply with a culture 
of judgement and blame in the wider parent organisation;
R.2: You get criticism fi'om the line (line management) i f  you fail to meet targets... the 
process (with the line manager) is not a safe pi'ocess.
By their responses in the interviews all supervisees had alluded to an expectation that 
a working contract had been set in place with the organisation, both the parent 
organisation and the counselling service where appropriate, and that one had been 
made with themselves at the inception of the supeiwisory relationship. What they had 
re-iterated had been how important this had been for clarity between boundaries in 
working with the supervisor and the organisation. Fuithering my comparative analysis 
of data in another context a supervisee (R.7) from a voluntary counselling agency had 
reported:
R. 7: That person has also been my line tnanager (ahm) for nine years. But I  feel I ’ve 
had a very good experience. I  feel she’s been veiy good at changing the hats (ahm), 
letting me Imow when the hats are changing and that kind o f thing.
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What had been important for her was having been helped to be cleai* about the dual 
supervisor’s roles Qiats) and thus of her expectations of her as a supervisee.
Again, continuing my search for evidence in other contexts, another supervisee (R.9), 
also from a voluntary counselling agency whose supervisor was also the line manager, 
had felt valued and supported as a tr ainee on placement because the supervisor had 
been clear about her several roles, assessor, line manager, executive committee 
member and supervisor.
Even thou^  this supeiwisory relationship had ceased because of a blurring of 
boundaries, after initial feelings of irritation with the supervisor, the supervisee had 
felt valued by the positive way in which the supervisor had helped him learn his craft 
as a trainee counsellor and how she had sensitively brought the supervisory process to 
a close. This valuing of how a supervisory relationship had been brought to a 
satisfactory closure had been minored by another supervisee (R. 1) working in a 
commercial organisation where the supervisor had felt compromised by a change of 
contract by the organisation and had decided to resign as an external supervisor. This 
aspect of safety had been linked with feelings of protection which will be discussed in 
5.2.3.
5.2,2: Professional respect
Professional respect had been a common experience of supervisees valuing their 
supervisors. Supervisee R.1 had expressed ^great respect’ for the decision of her 
supervisor in finishing her contract with the organisation. Her colleague in the same 
organisation had highlighted the quality of kinship expressed in the role of the ^ally’, 
some one who had totally supported him:
R.2:1 was thinking about the ally, and I  used that word, to mean an ally is somebody 
who is completely committed to you, 100% on your side, behind you with you, next to 
you, in front o f you. The supervisor is actually that....
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Respect for another supervisee’s supeiwisor had been experienced as a result of her 
supervisor having tiacked her professional development:
R II:... and part o f that respect is, you .know, kind ofJmowing where I  am at in my 
development as a counsellor.
She had also acknowledged her respect had deepened when her supervisor had ‘heard 
her’, had enabled her to have her voice be heard (Webb, 2000):
R l l :  I t ’s kind o f  that loop because once you feel able to say that, be acknowledged in 
that way you kind o f get to know each other a bit more. That then makes you trust and 
respect one another a bit more.
The respect offered by another had been evoked in what felt like an experience of the 
‘person to person relationship’ (Buber 1970; Bolster and Bolster 1973; Clarkson
1995), a meeting of persons:
R. 7: Yes and that was veiy special. That is an issue for me personally, being able to 
be myself and understood as myself, and appreciated as myself. And she just seemed 
to do that from the beginning which made it feel good
Thus for these supervisees their supervisors variously had been ‘an ally\ ‘blowing 
where I  was in my development’ and ‘a veiy special person ’... who ‘appreciated ’ die 
supervisee for herself The Collins Concise English Dictionary (1993: 1141) defines 
‘respect’ as, “an attitude of deference, admiration, or esteem; regaid”. The quality the 
supervisees had conveyed in their various ways had been one of feeling accepted 
without condition similar to the Rogerian sense o f‘unconditional positive regard’, 
along with a sense of their acceptance and appreciation of the value of the 
supervisor’s wisdom. Again they had experienced having been seen as persons within 
the role of being counsellors, and this had been self enhancing.
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A predominant theme had emerged in diree contexts expressed in the respect and 
support felt by the supervisees for their external supervisor to the counselling service 
in being helped to manage change. As one supervisee had reported:
R.2: ...He represents the voice o f  sanity....
Here, external supervisors had become appreciated for what they had perceived as 
their non-contamination with the more punitive or critical aspects of the organisation. 
They had become idealised as ‘good parents’. Hughes and Pengelly (1997:101) in 
discussing the prevalence of splitting off, a defence mechanism (Klein 1946) widiin 
the psychodynamic framework in their work in managerial supervision in 
organisational contexts, describe this process as:
“passing the parcel involves splitting off and redistributing
different aspects of a dynamic situation in order that no one 
experiences the pain of mixed feelings involved, with their 
attendant uncertainty.”
Thus, the supervisees had respected the ability of their supervisors not to enter a split 
with the organisation.
The theme of respect for supervisors in helping them manage the organisational 
aspects of their work had been reported particularly by those working in or for 
workplace contexts. Whilst all supervisees had felt supervision contracts had been 
important, few had conceptualised the importance of the place of the organisation 
within these relationships. This had seemed to have been a condition of supervisees 
who had qualified as counsellors with Diplomas in Organisational Counselling where 
they had openly had recognised the significance of the organisational dimension 
within the supervision contract. The following had given a flavour of their respect for 
supervisors in this regard:
R.2: He brings to me a more experienced practitioner insight and a level o f 
Imowledge and understanding that he shares with me... it’s quite a safe place..........
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 the way that he approaches it is first he tries to gain understanding o f what the
issues are...
R. I: and I  really thought she worked veiy hard... and I  think it (supervisor knowing 
about the organisation) gave me a great deal o f confidence to even start to open up 
because it can get a bit congested in the way o f tiying to have to explain which 
organisation...
Working in a voluntary setting another supervisee (R.7) had expressed an integration 
of feeling and behaviour about her relationship with the organisation miiToring that in 
her supervision:
R. 7: There was something about the relationship in the supervision a feeling I
had about the whole organisation and one o f being a safe place to grow so I  was
in a safe place in my supervision so the whole organisation a safe place. Nothing 
in the organisation contradicted my experience.
All three supervisees had assimilated the framework of the ‘three cornered contract’ 
(English 1975 -  figure 2, page 36) or the ‘clinical rhombus’ (Ekstein & Wallerstein 
1985 -  figure 1.4, page 37) which highlights the potential impact of organisational 
third parties from either the context of the counselling service or the wider parent 
organisation. Most supervisees had reported that when their supervisors openly had 
worked with and acknowledged the significance of the context, they had respected 
them. I found evidence to the contrary where some supervisees had been constantly 
irritated by the challenge to accommodate the organisational perspective in their 
counselling work. This had not been uncommon where the supervisee had felt either 
overwhelmed by the critical voice of the organisation or where a concentration on 
organisational business had eroded space for their focussed work on clients. Part of 
their resistance could be explained by tire supervisee having identified the supeiwisor 
as a controlling arm of the organisation. As one supervisee (R. 14) had reported:
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R.14: My supervisor is a kind o f bridge between me and (the organisation) and I  am 
acutely aware that he has obviously got one foot in the (organisation) camp. Sorry to 
be talking in this divisive way
The implication I had understood from her had been that she had not expected the 
supervisor to have had such a close relationship with the organisation- so much a foot 
in the organisational camp! I wonder how much she had attempted to have resolved 
this dilemma with her supervisor. However, she had gone on to say how much she had 
respected being able to be absolutely honest and open with the supervisor about all 
aspects of her work.
The supervisee had talked of a battle about ‘being honest’ as though he had been 
fighting an evil force! Thus he had valued the supervisor and the supervision time as 
one place in his day when he didn’t have to fight, where he could be transparent about 
his feelings about his work without fear of recrimination or criticism. This had 
seemed to have been a condition of his supervisor having been employed externally to 
his organisation.
5.2,3; Protector against the oi'ganisation
When discussing the role of supervisors managing their perceived negative effects of 
the organisation (4.4), I had drawn attention to the concept of an internal EAP 
supervisor acting as a ‘buffer’ between the counsellor and the counselling service. In 
another example, I had cited the example of the Case Manager of an EAP acting as a 
‘buffer’ between the counsellor and the client’s parent organisation. What had 
emerged in situations where the organisation had been perceived as threatening to 
supervisee safety had been the concept of the supervisor acting as ‘a protector against 
the organisation’. In both cases these actions had been valued by the supervisees 
feeling contained against the worst vicissitudes of the organisation, and had enabled 
the counsellors to work on their client issues.
A workplace counsellor (R.2) had talked about his supervisor as ‘the voice o f sanity 
‘and supervision as ‘a place o f sanctuary ’.
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He had felt protected from the potential criticism of the counselling service and the 
wider organisation by presenting his difficult clients in supervision, thus creating 
another step in an audit trail. His experience of the supervisor had contrasted 
dramatically with his experience of the organisation which he reported as one of 
onslaught and attack Thus supervision for him had been like a monthly inoculation 
against the ills of the organisation. It had also been a place where he had not had to 
justify his role:
R.2: Yes. I t ’s like an inoculation, it’s like having an injection every month and I  don’t 
have to justify counselling in supervision.
I had found his spiritual metaphor of the ‘sanctuary’ and ‘harbour’ and his depiction 
of a battle (the forces of good and evil?), a powerful indication of the depth of anxiety 
and fear of the supervisee in getting it (his counselling practice) wrong. Valuing the 
supervisor had been important both for the sense of containment and safety he had 
brought to the supervision, and for his action as a ‘protector against the 
oi'ganisation’. A similar metaphor had been used of the supervisory space by another 
supervisee (R. 1) from the same organisation when she had referred to it as ‘a haven o f 
tranquillity’. Again it had been reiterated by one supervisee that it had been that the 
supervisor had been external to the organisation which had been a critical factor in 
terms of feeling safe. This attunes well to Can'oll’s (2001: 87) notion of supervision 
being a ‘form of reheat’, “...we retreat in order to return differently and of course 
when we are different so are others”.
It is important to note a significant difference in the intentions of supervisors in 
protecting their supervisees against the organisation. Whereas one had acted as a 
rescuer, a ‘buffer’ to minimise the hurtful effects of the critical voice of the 
organisation on the supervisee, another had actively valued the supervisee by acting as 
a container of their hurt and anxiety.
For supervisee R.I1, an associate counsellor working with an EAP, the case manager 
had acted in a supervisory role as ‘protector’ against the client’s organisation. By 
‘buffer ’ she had meant that she would not have been required to have to negotiate with
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managers about extra sessions, or feedback trends which she had seen as 
contaminating her work with the client:
R.11: ... and again the (EAR oiganisatipn) was helpfidly a buffer
The whole phenomenon of protection against the organisation had been only relevant 
where the supervisees had felt unsafe and at times at the mercy of the critical voice of 
the organisation. At the time of interviewing supervisees R. 13-16 had felt very 
disorientated and distressed at the way in which their status within the organisation 
had been managed. One of these had intimated that a form of protection 
unconsciously may have been operating by failing to address organisational 
influences:
R 14: .... I  don’t know whether it comes from him or comes from me, there is almost 
this unspoken contract when I  go in there we ’II deal with this paraphernalia, 
nonsense o f  this paperwork and then once that is out o f the way, we ’re doing the real
stuff.  even (the organisation) is not mentioned, it is him and it is me, and my
reactions to my clients and the work that I  am doing, and that’s an oasis.
Gonzalez-Doupe (2001) in her grounded theory study of workplace organisational 
group supervision discovered a similar phenomenon in group supeiwision where the 
group members act as a protection against the organisation. In a summary paper 
(personal contact) of her findings she writes:
“A core theme emerged: the workplace supervision group operates as ‘protection’ 
fi'om organizational pressures; i.e. a protective boundary fiiat can help workplace 
counsellors re-centre or refocus on their clinical work.”
5.2.4; Supernsor adaptability in enabling growth and development
Organisational supervisors had been valued by their supervisees for their capacity to 
adapt to their needs particularly expressed in the performance of their role as 
organisational counsellors, and vice-versa. Supervisors’ adaptability had been
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evidenced in their capacity in responding to supervisees by helping them grow and 
develop personally and professionally. Supervisees had felt valued and valued their 
supervisors when they had demonstrated their willingness;
• To understand personal aspects of the supervisee
• To understand their organisational context
• To understand the variety of interventions and services, and their multiple 
roles
• To track their professional ability (age and stage of development of 
counsellor) and respond appropriately
• To follow their learning style and encourage a widening of the repertoire of 
counselling theory and interventions
• To understand the counselling framework of the counsellor and be flexible in 
their theoretical approach (not being ‘purist’ !) as supemsors
• To encourage them to be creative in their counselling practice
• To encourage the supeivisee to think differently about their practice
An elite focus group supervisor (R.21) had been adamant about the need of the 
supervisor to be ‘adaptable’ both to the learning of the supervisee and the 
organisational context:
R.21: I t ’s like i f  a supervisee comes to me I  often say, ‘I  imagine that you expect to 
adapt to me ’. And they say well that’s right And I  say, ‘well that’s not the way I  see 
supervision. I  am supposed to adapt to you. ’ ‘ So what do you mean? ’
and again in working with die organisation:
R21: I t ’s the same with flexibility in organisations. Does the counsellor wait for the 
organisation to come over to them, saying, ‘ here we are ’; or do I  become flexible and 
adapt, try to adapt whilst here without pushing my boundaries and my 
professionalism, my ethics and my code? Can I  begin that process o f negotiation and 
re-negotiation, flexibility, adaptability that can become a healthy relationship? That’s 
very difficult in organisations, very.
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All supervisees interviewed in the study had felt that their supervisors had been 
actively committed to assist them to grow and develop pei^onally and 
professionally as counsellors. Supervisees had stated that they had felt valued by the 
way in which supervisors had understood them both as persons, and as fellow 
professionals. Supervisee R.1 had experienced a moment in her new supervisory 
relationship when she had taken the risk of disclosing something very personal to her 
supervisor and reported how dramatically this had changed their supervisory 
relationship when her supervisor met her as a vulnerable person:
R 1: And I  think part o f that was because I  was engaging at a different level 
with her I  think I  was so open and so reaching out for somebody to help....
She had called this ‘connecting more as a human being”. She had felt responded to 
first and foremost as a person and as a consequence had deepened her trust in the 
supervisor and consequently in die level at which she had discussed her case work. 
This had sounded very much like the Rogerian ‘person-to-person’ relationship and 
reflecting the ‘I-Thou’ relationship of Buber (1923.1996) which Clarkson (1995:45) 
identifies as carrying ‘our self needs’ and ‘our recognition as unique individuals’. 
Again, the consequence that the supervisee had identified had been a growth in both 
personal and professional development. It is important to take note of the social and 
possible economic context of the wider organisation which at this time she had felt 
was refusing to acknowledge her practical need for support with alternative 
technology.
In a different context where another supemsee (R.7) had felt supported by the 
counselling service in her work, she had reported that it had been the supervisor’s 
total understanding of her as person and as fellow professional which had enabled her 
to grow and develop:
R 1: Yes and that was veiy special. That is an issue for me personally, being able to 
be myself and understood as myself and appreciated as myself. And she just seemed 
to do that from the beginning which made me feel good and then I  was able to explore 
more widely.
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Like supemsee R.1, the consequence of open acknowledgement as a person had 
resulted in a deepening of the supervisory work in relation to her clients. Again she 
had reported:
R  7: She has helped me not only in my growth in terms o f my development as a 
counsellor but also in terms o f my development as a person and in terms o f someone 
making their way in life, I  see that as another separate bit- my progress.
For this supervisee being valued in this way had had consequences far beyond her 
professional role. It had seemed to have contributed significantly to her hfe journey at 
an existential level.
Professionally the supervisor had spotted the supervisee’s ‘readiness’ to train as a 
supervisor. The supervisee had experienced this as having been ‘very special’:
R  7: And she actually said ‘why don ’tyou do that? ’ so that she was actually letting 
me know that I  was ready and for what I  was ready (ahm). So I  then gave it some 
consideration.
Four counsellors from different organisational contexts had felt valued by their 
supervisors as they had been enabled to integrate learned theory to practice and 
learning new theory and strategies -  the formative function of supervision (Proctor 
and Inskipp 1993). Supervisee R.1 had reported a mixed response to her supervisor 
taking a psychodynamic approach. At one point in the interview having said she had 
wanted to leave her current supervisor because she took such a psychodynamic 
‘purist’ approach, in the same breath she had reported:
R l:  I  some times feel now that i f  I  tiy and look at it from a different perspective 
or I  try to explain pei^haps a different approach she always flips back... into what is 
more familiar, and that’s something which has been very good because it has honed 
me into the psychodynamic approach...
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This supervisee had been so new to one to one supervision and had only just 
completed her first substantial qualification that she had found it confusing to have to 
manage too many counselling approaches in her supervision. However, she had 
attested that learning a new theory had been good for her personal and professional 
development. Another explanation might have been her reluctance as a novice to 
challenge her supervisor about this.
Likewise, supervisee R.2 had been ambivalent about his supervisor’s contribution to 
his professional development alüiough he had valued his supervisor’s approach which 
had been primarily psychodynamic. He reported:
R.2: Fm interested in that particular school......I  find that quite interesting...My
actual leaning tends to be integrative really......he is open to providing a
psychodynamic dimension in my work, but also to integi'ate that into my integrative 
approach.
With both these supervisees who had worked for a large national commercial 
organisation, it had seemed likely from their conversation that their acceptance of 
their supervisors’ approaches had also been governed by their acknowledged 
perceived difficulty in changing their supemsors. It could be construed that in part, 
the social context had acted positively on these two supervisees’ professional 
development!
As a trainee counsellor on placement supervisee (R.9) had valued die constant 
learning and integration of theory to practice provided in his supemsion with his first 
ever supemsor:
R.9:.....  We looked at various theories whilst looking, whilst using the supervision
which was good as far as I  was concerned. And it helped me certainly helped me with 
my work with the client...
He had continued to describe the nature of this theory to practice leaining:
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R9: Ethics. Ethics. Ethics and boundaries were, yea, were very much a big part that 
I  think was positive that I  learned it so quickly at the very beginning o f my training. 
Uhm. I  also learned the importance o f relationships more and more.
Here he had described as part of his supervision experience an internalisation of his 
learning about the importance of managing boundaries, and the significance of 
establishing effective working relationships in counselling and supervision. As a 
trainee counsellor the importance of the relationship of theoiy to practice had seemed 
to be ‘figure’ rather than ‘ground’. Again later in the interview, he had returned to the 
valuing of his new supervisor for her formative fimction in his supervision;
R. 7: And because I  am more towards Gestalt than Person Centred or Existential. That 
does sit with me, you know the ownership, etc., responsibility. I  would say that I  have 
learned a tremendous amount o f theory fi'om this supervisor and a tremendous 
amount about ethics again and secondly the actual, I  suppose the actual practice with 
the client
Learning about ethics and what had been happening with the client had been reiterated 
again as central learning points. Having disclosed his anxiety about changing 
supervisor, feeling that his new supervisor would think him incompetent, he had 
reported having felt veiy supported by her:
R. 7: She’s very holding. She is very good at helping look at things in different ways. 
My fear o f her not being supportive was rubbish. She’s incredibly supportive in a 
different way, as I  said. No, I ’m really enjoying the supervision. She is helping me 
tremendously with my clients. That’s really important. Good.
He had owned that he had projected onto the new supervisor the voice of his internal 
critic from his intrapsychic world. Gilbert & Evans (2000:63ff) posit that the adult 
learner of the craft of psychotherapy moves through three main stages of 
development. As a trainee counsellor he had seemed to have displayed the 
characteristics of the first stage where the supervisee had become tied into past 
learning experiences. What I had discovered later on in the interview when, he had
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talked of how much he had valued his first supervisor had been how he had begun to 
internalise her voice in directing his client work (stage 2 of Œlbert & Evans 2000).
My fourth supervisee (R. 13) had come to reahse after a period of feeling that his 
supervisor had not understood him, that his growing understanding and acceptance of 
her psychodynamic approach was ''gold dust ’ and ‘manna from heaven ’ which had 
become ‘o f immense value to him V
R. 13: I  used to say. Look! My model tells me I  ignore transference, I  kill it dead 
(laughter) and I  was very frantic. And then I  started to realise that she was giving me 
gold dust, it was manna from heaven there that I  was just, Iwasn't even seeing, and 
therefore I  wasn Y able to help my client either with this additional 
insight...............So it was a realisation o f the immense value that she was to me.
His original training had been as an organisational counsellor using an eclectic model. 
His supervisor had taught him to integrate new psychodynamic theoretical insights to 
his counselling work which he had found of immense value. It is of serious 
consideration that when supervisees in organisational supervision do not have a 
choice of supervisor they may well adapt to the style of the one appointed to them. 
This supervisee I had experienced talked from the heait in praise of his supervisor.
5.2.5: Conclusion
What had emerged in this section of supemsees valuing and feeling valued by theiir 
supervisors has been the value and centrality of the quality of a safe and trusting 
relationship estabhshed between the supervisee and the supervisee. All other aspects 
of tins category seemed to have been dependant on this. What had marked supervision 
in organisational contexts for both supervisees and supervisors had been their capacity 
to assimilate and appropriately acculturate to aspects of the organisational context 
both in terms of understanding their work and therefore of their skills and knowledge. 
Supervisees had felt valued by having been protected against the critical voice of the 
organisation particularly in workplace settings and by being supported to find their
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own way of living in these contexts (Carroll. 1998:146). Finally, as will be asserted as 
an aspect of what supervisors valued in supervisees, had been the demonstration of 
professional respect, an attitude of admiration and acceptance of the supervisors’ 
professional and personal wisdom. Clarkson (1995:57) has provided a symbolic 
representation of the relationship between professional and personal development as a 
mediaeval mandorla which resonates well with the overlap of experiences of ‘being’ 
and ‘doing’ within the supervisory relationship expressed by the supervisees (see 
figure 5.3 on page 200).
I had found supervisees being helped to understand their work in organisational 
contexts, but a lack of testimony to having received any conceptual (theoretical) help 
in this area. The supervisees also had seemed to have valued their supervisors as 
having represented the ‘good parents’ to protect them from the ‘bad parents’ of the 
organisation, an idea which finds powerhil expression in Morgan’s (1997: 215ff) 
metaphor of ‘organizations as psychic prisons’. An awareness of the significance of 
the social context and its influence in the valuing process needs to be made more 
conceptually explicit as a deepening of understanding of what happens in the 
counselling and supervision process.
A process of assimilation of new and different ways of being in supervision, and the 
resultant process of acculturation, had been characterised by the extent to which they 
had assisted in the co-creation of a culture of organisational supervision. For those in 
workplace settings the supervision space had become a ‘harbour’, ‘aplace o f  
sanctuary’, a protected space amidst the critical voices of the organisation. Where 
there had been organisational change unconsciously supervisees had been pleased that 
supervisors did not deal openly with organisational issues, both parties being in 
denial. The main emphasis of the supervisoiy space had been characterised as a place 
for growth and development. The next section will discuss a reciprocal major sub­
category of supervisors valuing and being valued by their supeiMsees.
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Figure 5.3: A mandorla of personal and professional development (Clarkson 
1995:57)
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5,3; Supei*visors valuing and feeling valued by supei*visees.
5.3.1: Introduction
This section is characterised by the concepts of the role of the supervisor as ones of 
both ‘being valued’ and ‘being valuing’ In re-visiting the work of Heron (2001) 
‘being valuing’ fits very well with his sense of ‘being supportive’ (2001:154) which 
he identifies as:
• “an attitude of mind” which underlies all other valid interventions
• “a combination of ‘being here now’, ‘being there now’ and ‘giving free
attention
This attitude of ‘being valuing’ is characterised by an active, silent and unspoken 
loving’ (op. cit. 154). From the data this is distinguished from the acts o f ‘valuing’ 
which can be identified as properties of the category (figui e 5.4 on page 202):
@ creating a safe and tiiisting climate for supeiMsion 
9 being empathie with supervisees’ feelings about the organization
• being clear
9 being empowering
• respecting difference and professionalism
The major category of ‘supei-visors being valuing and being valued by 
supei*visees’ will be discussed, followed by the properties of the category as listed 
above. As in the previous section both psychological and social aspects will be drawn 
upon as a way of explicating the psycho-social nature of the categoiy. This will be 
followed by a concluding summary.
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Figure 5.4: Diagram showing the relational nature of the properties of the 
category ‘supervisors valuing and feeling valued by supervisees
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5.3.2: Creating a safe and tnisting climate for supervision
The data had displayed a reciprocal experience (Stolorow and Atwood 1992 and 
Gilbert and Evans 2000) of ‘valuing and being valued’ from the previous section 
where supervisees had expressed their appreciation of their supervisors having 
provided a ‘safe and trusting relationship’. Supervisors’ unanimously had expressed 
their primary intention of setting out to provide an open, trusting, safe, empathie and 
non-judgemental relationship with their supervisees as the basis for effective 
supervision. A sense of the supervisor providing personal space and attention had 
been expressed by supemsor R.12 working for a voluntaiy organisation:
R 12:1 think there’s the luxury o f time, like there isn 't within the group.....but given
an individual there’s the luxury that there isn Y the desperation o f anyone needing to 
get any thing out, or whatever.
JT: So they’ve got total air space!
She had conveyed a sense of total concentration and a protected space for expression 
of the supervisees’ wants and needs, again reflecting Heron’s (2001) sense of 
sufficient ‘free attention’ for ‘being here’ and ‘being there’. She had described the 
consequence of this for one of her supervisees:
R 12: I  suppose I ’m thinldng o f someone I ’ve seen this week who felt that she had 
been totally annihilated by the client.
JT. Uhm
R. 12: She cotddn Y see how to go back into the room. And we’ve looked at it in terms 
of... I  felt her panic... 'ifI get this wrong, i f I  get this wrong there ’II be a formal 
complaint ’. I  guess we did some restorative work in terms o f putting her back 
together. ‘But you’ve got all these years experience and you know that, so what’s this 
to do with the client? Why has the client wanted to do this? Let’s be curious about 
what the client’s got out o f  doing this ’- which seemed to have separated her from the 
event a bit.
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She had described in some detail the process of her work with the supervisee’s 
acknowledgement of her feelings and competence, and the part played by the client in 
the supervisee’s difficulty.
The experience of ‘safety’ had been expressed by another supervisor (R.19) who had 
been employed by an EAR provider:
R 19:1 endeavour to set my number one objective which is a really safe atmosphere, 
so that the counsellor can really learn about anything they want to bring is acceptable 
and we can work in a je t’s be interested in this, let’s understand what’s happening 
and let’s learn from this way o f being’. Iwouldn ’twant them to feel that there are 
things that they couldn’t bring.
The intention expressed here by the supervisor had been that learning could take place 
-  learning about self and the client (Proctor and Inskipp 1993). Inherent in the process 
of building a safe climate for supervision had been the capacity of the supervisor to 
build a rapport with the supervisees (see section 5.2.). At the heart of this climate of 
acceptance by the supervisor of the supervisee there had been a validation of the 
supervisees’ feehng and thoughts about the client being held by the supervisor at the 
point of exploration, and thence a return to the total picture including the client and 
the organisation.
Supervisor R.12’s analysis of her supervisee’s dilemma of feeling annihilated by her 
client had expressed this well. The supemsor had isolated and had held the feelings 
and thoughts of the supervisee about her client for exploration and sense making. This 
had been followed by the supervisor having helped the supervisee to reclaim the total 
picture (a new perspective) assisting the supervisee’s return to the counselling room. 
As Heron (2001:154) so eloquently declares about the process o f ‘being valued’:
“... (it) is intensely active but silent and unspoken loving”.
Again what I had noticed in most of the supervisor’s interviews had been a lack of 
conceptual expression for the part the organisational context had played in their
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expressions of tiieir ‘being valuing’ for their supervisees. However, an experienced 
organisational supervisor (R.5) working externally for a large commercial 
organisation had conceptualised this:
R.5: You know, like looking after themselves but being very clear about their 
responsibilities towards the organisation. So encouraging the supervisee, I  suppose, 
to be aware o f the context not only o f them within the organisation but them as a 
counsellor and how the organisation might impact on that and o f course their own 
responsibilities towards themselves.
The climate she had endeavoured to create had been one marked by support and non­
judgement (Rogers 1983) but critical in an evaluative sense. Also she had seen herself 
as a role model (Shohet and Wilmot 1991) for the counsellor in terms of 
discriminating needs. This supervisor had been instructive with her supervisee about 
the ‘roles and responsibihties’ of the supervisee to the organisation, as a way of 
attuning the supervisee to the influence of contextual factors impacting on her work.
As Weaks (2002) discovered, supeiwisees had felt valued when their model or way of 
working had been acknowledged and understood. Rogers’ (1980 and 1983) seminal 
findings both for psychofiierapy and education which he summed up as ‘the necessary 
core conditions’ as being fundamental to the establishment of a safe relationship for 
psychological and educational work, resonate with the data. More recently Weaks 
(2002:36) in a qualitative study concurred that ‘safety’, including a non-threatening, 
confidential relationship, had been a piimary finding.
5,3,3; Being empathie
‘Being empathie with supeiwisees’ feelings about the organisation’ had been 
foreshadowed in a variety of ways in the section on wrestling with boundaries. What 
had emerged as a specific aspect of the supervisory relationship had been how 
supervisors had empathised with their supervisees when the organisation had been 
experienced by supervisees as critical or dysfimctional in some way. Meams and
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Thome (1996; 39) offer a clear working definition of empathy as part of the practice 
of person-centred counselling which finds expression in supervision;
“Empathy is the continuing process whereby the counsellor lays aside 
her own way of experiencing and perceiving reality, preferring to 
sense and respond to the experiences and perceptions of her client. This 
sensing may be intense and enduring with the counsellor actually experiencing 
her client’s thoughts and feelings as powerfully as if they had originated 
in herself.”
However, some supervisors had found it extremely difficult not to collude with their 
supervisees’ experiences. A supervisor (R.3) working as an external supervisor for a 
large commercial organisation had been very transparent in her feelings of tempted to 
collude (see section 4.5:3).
Again in the interview she had been transparent about her feelings of empathy for her 
supervisees faced with the tension of honouring the needs of the client and those of 
file organisation:
R  3: Yes. And bemg empathie with the situation they’re in-and how difficult it is to 
hold that!
Her intention had been clear. She had felt by her interventions she had valued and 
supported the supervisees in their work. She had clearly identified intra-psychic 
factors of the supervisee which had contributed to their situation. She also had 
recognised an important factor of contextual change as having greatly affected the 
supervisee’s work. She had expressed her ambivalent response -  supportive, holding 
and collusive!
The tension experienced by the supervisor as one of the three parties in the three 
cornered-contract (English 1975) and the concept of ‘psychological distance’ (Micholt
1992) is an ever present real% for organisational supervisors. I had experienced 
supervisor R.3’s intention as her having wanted to be empathie and supportive and
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therefore valuing of her supervisees. Had this been an example of a ‘parallel-process’ 
having been re-enacted in the supervision? My sense had been that her strong feelings 
for the supervisees had overridden her ability to remain distant enough for her 
responses to have been empathie! The contextual forces had undermined her capacity 
to hold an empathie space well enough for the supervisee to work through her strong 
feelings about the organisation.
Another supervisor R.5 who had worked externally for the same organisation had 
been cognisant of the pressure of the organisational dynamic on her internal process 
but had declared how important her role had been in enabling the supervisee to work 
with her strong feelings. The supervisor had used the sh ength of her feelings of 
prejudice in the service of her supervisee:
R5: No. What it does is, i f  the supervisee, i f  it comes up in the context o f the 
supervision, you know, part o f me wants to say ‘yes and its really disgusting ’ (laughs 
together) ...so I  really empathise because o f my own prejudice rather tlutn because, 
that is something I  need to keep out... to actually work with the supervisee on actually 
what their need is, what they have to deal with.
I really felt that this supervisor had struggled hard not to allow her prejudice to 
interfere with helping the supervisee to know how she had felt and had understood 
her. She had entered her frame of reference (Figure 5.5 on page 208) in as full a way 
as had been possible.
Supervisor R. 12 had been typical of all supervisors interviewed when she had 
expressed a number of examples from her work in a voluntary Church Counselling 
Service and statutory Youth Service contexts of having entered the ‘frame of 
reference’ of her supervisees with regard to the effect of the organisational dynamic 
on the supervisees. Meams and Thome (1996: 40) eloquently make the subtle 
distinction between making ‘empathie responses’ and the intention to walk with 
clients on ‘an empathie joumey’. Similarly, supervisors ‘in being valuing’ of their 
supervisees’ negative experiences of the organisation likewise endeavoured to make
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Figure 5.5; Frame of Reference (from Whitton, E. 1993)
208
‘a shared joumey which is empathy’. When she had responded to a request for an 
example of how voluntary organisations differ from each other she had reported:
R 12: In other organisations I  think, they fell into a certain naivety on some 
management fronts where they strangely believe that counsellors are ‘grown ups ' all 
the time (JT laughs!). They go and can deal with other people’s problems and 
therefore also be equally flexible with problems within this agency. What they’re 
missing out in my view is that the counsellors have used up all ‘their-gi'own- up-ness ’ 
with the client, and want pampering...
It had been apparent in the interview with this supervisor that much of her empathy 
and understanding of organisations had stemmed both from a period of hving in a 
closed religious community, and having spent a considerable time in study and 
consequent conceptualising about the nature of organisations and their influence on 
processes like counselling and supeivision.
This role of the supervisor in being empathie about supervisees’ feelings about the 
organisation had felt very similar to the concepts of Frost and Robinson (1999) as 
they describe the role of ‘toxic handlers’. Whilst their research identified managers 
within organisations who voluntarily took on such roles, it seemed to me that 
supervisors partially fulfilled these roles:
“a toxic handler ..(one) who voluntarily shoulders the sadness, fiustration, 
bittemess, and anger that are endemic to organizational life”.
Frost and Robinson (1999: 99) identify five distinct tasks of the toxic handler:
® They listen empathically 
« They suggest solutions
• They work behind the scenes to prevent pain
• They carry the confidences of others 
9 They refiame difficult messages
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These aspects of the role of the supervisor overlap with the role of the supervisor as 
‘consultant’ to the organisation (section 5.4.3).
5,3.4: Being clear
It had seemed to be a direct consequence of supervisors working in organisational 
contexts that they had expressed an important aspect of valuing their supervisees by 
being clear -  but being clear about what? A theme had emerged of assisting 
supervisees to sort out the many interwoven strands of relationships, roles and 
responsibilities. In terms of relationships this had been evidenced in assisting 
supervisees to own their part in transactions with clients, separating out what had 
been:
• The organisational influence
• The supervisee’s intra-psychic process
• The internal process of the client
9 The interpersonal process between supeivisee and supemsor (Hawkins & 
Shohet, 2000)
Supervisor R.5 had been adamant about the necessity to help supervisees be clear 
amongst confusion about the roles and interventions they had been called upon to 
perform as organisational counsellors (Canoll 1994; Towler 1997). She had appealed 
to her experience of working in other contexts using English’s (1975) model of the 
three cornered contract:
R 5 : ..... and having to become very clear. And then working with, as I  mentioned for
( a County) working with the Welfare Officers in the organisational context where the 
supervisee isn’t solely a counsellor but has other parts that also can be very, very 
confiising; because i t’s very unusual for the organisation to be fully aware o f the 
amount or depth o f the confiision and the overlap.
She had expressed her support in her capacity to help the supervisees sort out their 
different roles e.g. information giver, advisor, counsellor, befriender etc. Very often
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both referring managers and clients in the parent organisation had not been clear about 
the difference of intention (Heron 2001) of differing interventions. This confusion 
often had been reported by the supervisees. The help that she had offered had been 
based on a working understanding of the three cornered contract with Micholt’s 
(1992) emphasis on the need to honour the needs of all contracting parties (maintain 
an appropriate psychological distance), and the implications of any collusive activity 
by any of the parties.
This hW been experienced as a potentially divisive tension by the supervisor as she 
had been pulled by the organisation and the supervisee, and at the same time had 
wanted to remain empathie with the supervisee.
Hughes and Pengelly (1997:42-3) in exploring the apphcation of Mattinson’s (1981) 
triangulation of supervisory ftinctions of ‘managing service delivery, facilitating 
practitioner’s professional development and focusing on practitioner’s work’, 
highlight the supervisory dilemma of how to honour the needs of competing 
influences. They explain:
“Mattinson argues that the comer of the supervisoiy triangle most likely 
to be excluded is that which is causing most anxiety to the supervisor 
and/ or supervisee. Conversely we have increasingly noticed that supervisors 
or supervisees can be become anxiously attached to their most wonying 
comer, unable to risk leaving it for another equally important, but less 
specifically anxiety-provoking, comer.”
In one voluntary agency, an intemal supervisor (R.6) with multiple roles of 
supemsor, counsellor, trainer and line manager, had been meticulous in his attention 
to help supervisees be clear of his different roles. He had reported that he had made 
decisions about the proximity of his physical working location in relation to his 
supervisees as a way of valuing them. Interestingly he had pointed out in the interview 
Üiat whilst the counselling world has wamed against such arrangements of perfoiming 
these multiple roles (Bond 1998; Shea and Bond 1997; Holloway 1995), he had found
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a way of becoming comfortable with the situation by being clear about his roles with 
them.
Viewed from a traditional purist standpoint, a supervisor holding such multiple roles 
might be accused of creating confusion for the supervisee rather than being cleai ! 
Economic factors affecting this voluntary organisation had influenced pragmatic 
rather than what might traditionally have been called good practice decisions. 
However, this had not meant that the voluntary organisation had delivered a less than 
professional service (Armstrong and McLeod 2003). The agency had demonstrated 
good practice by having appointed external supervisors for their counsellors in line 
with the British Association for Counselling and Psychotherapy ‘Good standard of 
practice and care’ (BACP 2002: 7) as evidenced in No. 26:
“There is the general obhgation for all counsellors, psychotherapists, 
supervisors and trainers to receive supervision/consultative support 
independently of any managerial relationships.”
The further consequences of acting in these multiple roles had given him a clear path 
to report back to the organisation and influence decision making for example around 
the separation of clinical supervision from management supervision:
R. 6: 'Feedbackish ’ - 1 would say things like ‘I  wonder like the implications o f having 
a manager as a supervisor, as a counselling supervisor, which is different from 
management supervision, I  think they need to take into consideration and have split 
the management supervision from counselling supervision. And prior to a few months 
ago that wasn’t the case.
For the supervisees these arrangements had been accepted as part of the status quo 
and something that they had not openly questioned with the supervisor, a clear 
example of assimilation and acculturation to the prevailing culture of the organisation. 
Another supervisor (R.12) working as an external supervisor for a Local Authority 
Youth Service again had raised the issue of helping supervisees understand the nature 
of deal* boundary management (Wheeler and King 2001). She had described a
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situation in which she had felt her role had been to make it clear to the supervisee the 
discrepancy in her view between the supervisee’s counselling agency and what she 
had owned as good practice regarding the management of appropriate boundaries with 
clients of her supervisee, promoting ‘beneficence’ (BACP 2002). Her supervisee had 
been told by the management of the organisation that nobody would be around in the 
building when she had expected a young client. The manager had suggested that the 
counsellor could hold the counselling session on the park bench! The supervisor had 
talked about her role in helping her supervisee to be clear that this had not been 
acceptable. She had reflected:
RJ2: .....  T!%is is the organisation not understanding the boundaries and operating
according to its own normal boundaries and belief systems. So the role o f the 
supervisor becomes quite a difficult one in that you become the person who is trying 
to explain a different system to the system that’s got the employing power.....
The supervisor had acted ethically for the supervisee in that she had expressed 
concern for client and counsellor safety, and had explained the influence of the power 
dynamic of the organisation on the supervisee’s practice. She had valued the 
supervisee further by having made subsequent contact with the managers of the 
organisation to explain the dilemma for counsellors caused by such actions.
This supervisor had acted as an appropriate advocate for the counsellor where she had 
matched the power differential between her authority as a supervisor with that of 
management. Reference will be made in the next section to the frequent specific role 
of organisational supervisors as educators of the otganisation (see section 5.4.3).
A theme which had emerged with all supervisors had been how they had assisted 
supervisees to be clear about how they had contracted with the organisation and their 
clients. In the Elite Focus Group all the supervisors (R.21-23) had reported a principal 
focus in working in organisational contexts had been the necessity to constantly re­
address the nature of contracting. They all had expressed how their energies had been 
directed at those who had wanted to remain ‘purist’ in their approach. ‘Purist’ in this 
context had meant ‘not being flexible’ about accepting contextual constraints
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expressed in confidentiality, nature of interventions, numbers of sessions etc. Their 
role had been to help the supervisee be clear about the nature of these boundaries of 
operation within the context. This conversation had summed up the main points:
R  21:1 would say ‘it’s going to be veiy difficidt for you i f  you insist on being quite 
purist about this what with transference and self disclosure. ’
R.23: There’s also the person centred purist.....
They could be equally.....
R.22: It's like i f  they are not prepared to be flexible, I  agree with you, I  support them 
to negotiate the boundaries o f  confidentiality with the students, with the staff. 
Everybody knows what is reported...
R.21: Exactly 
R22:... what isn't...
R.21: ... Clear, everybody is clear what this means. It may be different what it means 
what it means there from what it means over in private practice.
A feature of the majority of organisations in this study had been their offer of time- 
limited counselling. Feltham (1997:16) draws our attention to the fact that:
“it obviously challenges many existing traditions of 
long-term and open-ended therapy, and it appeal's to 
demand that too much thought be given to accountability 
and results.”
Time-limited in this context refers to a predetermined number of sessions usually not 
more than twenty (op. cit. 1). Many organisations especially workplace counselling 
services, have been attracted by an outcome based therapy in which client progress 
can be measured and which can be delivered at relatively cheaper cost compared with 
longer term interventions. The demand for the organisational supervisor is to support 
the supervisee to work effectively and compassionately with this brief therapy 
intervention. Therefore it is important that supervisors accept and value brief term 
interventions as valid forms of therapy and value their supervisees accordingly 
(op.cit.l36ff).
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The supemsor valuing supeiwisees by being dear has centred entirely on clarity 
about the management of boundaries, boundaries between supervisors and supervisee, 
supervisees with their clients, supervisees with their operating context. The focus of 
their work has been on the necessity and value of clear contracting and its specific 
significance for differing contexts. This had proved to be a challenging area for 
organisational supervisors. I have noted how supeivisors have often been challenged 
ethically in this process as they had advocated good practice which often had 
conflicted with an organisational view of counselling. I have also highlighted how this 
process of valuing supervisees is supported by economic and political factors, 
especially with reference to the common practice of time-limited counselling.
5,3.5: An empowering attitude
In promoting supervisee autonomy supervisors had reported the centrality of the 
importance of an empowering attitude as a prevailing and pervasive force in 
supervision. In reflecting on the entry of new trainee counsellors to the profession 
Holloway (1995: 7) writes of empowerment:
“Supervision provides an opportunity for the recognition of a professional’s 
own resources in combination with the information and skills available. If the 
learner remains dependent solely on the supervisor, then successful 
supervision has not taken place.”
The process of empowerment recognises the implicit, tacit knowledge and skills of the 
supervisee and appropriately coaxing the supemsee into talcing authority in using 
these knowledge and skills in the service of their client work, and in their own 
personal and professional development. What follows is an account of how 
supeiwisors reported they had empowered their supervisees as part of the process of 
valuing their supervisees in their organisational supervision.
Three supervisors (psychodynamic orientation) specifically had reported that they had 
sought to empower their supervisees by helping them develop their ‘internal 
supervisor’ (Casement 1985,1992). What they had meant by this had been assisting
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the supervisee to rely on their understanding of their own internal process in relation 
to their client’s, and trusting their own judgements about their work with clients. As 
one EAP supervisor (R.17) had commented, this had been related to ‘ages and stages 
of the supervisee development’ (Proctor 1995):
R. 17: Maybe my style o f work depends on the maturity and experience o f each person. 
So I  think I  am aiming to help them to develop their own internal supervisor from the 
very, very start and work rather than for in ttying to get away from any idea bringing 
things for validation in supervision, using supervision as a resource. And I  do expect 
them to prepare for supervision by thinking first o f all what they want out o f it, and 
secondly how any themes are running through their work they are aware o f
The process of supervision had to be used as a ‘resource’ to supplement the awareness 
of the supervisee. The supervisor had expected the supervisee to have had initially 
explored their own internal process in relation to the client as a way of separating out 
the difference between them. Their encouiagement to use their ‘internal supemsor’ 
had been to assist their reflection and to encourage the supervisee to have become 
more and more reliant on their own power and authority as a counsellor, to have 
encouraged supervisee autonomy.
The concept of the ‘internal supervisor’ was created by Casement (1985,1992) 
working in the psychoanalytic field of therapy. He had based this concept on Sterba’s 
(1934) view of the therapist helping a patient to ‘observe with the analyst what he (the 
patient) is experiencing’ (1992: 31). In addition Sterba had introduced the notion of 
‘an island of contemplation’, a place within the therapist to be discovered in their own 
analysis where they could observe what was happening in the transference between 
them and their analyst. From this Casement (op.cit.31) had proposed a three phase 
joumey in the training of the analyst:
1®^ phase in which the external supervisor holds the new analyst whilst the new analyst 
is learning to hold the patient analytically
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2*^'* phase in which the developing analyst is encouraged to spontaneously reflect on 
what is happening as part of the therapy session and
the 3*^  ^phase in which towards the end of training supervision becomes a dialogue 
between the external supervisor and the internal supervisor of the therapist/trainee 
analyst.
In commenting on the place of the ‘internal supervisor’ in counselling supervision 
Gilbert and Evans (2000; 22) assert:
“The competent intemal supervisor enables the supervisee to monitor 
both the transference and counter-transference dimensions and the 
dynamic interactions between these keeping both in view”.
Another supervisor had provided a concrete example in which a supervisee had come 
to supervision having felt paralysed and as a consequence de-skilled in her work with 
a client:
R. 12: So first o f all we explored the feelings, her feelings as they had been in the 
room and as they were now, which took quite a bit o f time. Then we started looking at 
what the client's process might have been and the client’s need to do this. And then 
we went on to, ‘what would she do this week when she saw the client? ’ Was it possible 
to detach herself sufficiently to enquire with the client about how the client, because 
the client's leaving comment was, ‘this is the best session we've had for a long time ’- 
which I  felt gave her a wonderful opening to ask the client in an interested manner 
how it had been such a good session?-which would release them both fi'om ‘you did 
this ’. O f course she was trapped. And she then had a few minutes to say how much 
better she felt, and she felt she could function again, and she could face her other 
clients.
The supervisor had set out a clear process of empowerment:
® Exploring supervisee feelings then and now
217
• Exploring the client’s part in the past session
• ExploiTng strategies for the next session including an encouragement to detach 
from the old feeling engendered in the last counselling session
• Exploring current feelings and encouraging future intentions
Again what I h 0  noticed had been an absence of any explicit appeal to the ‘internal 
supervisor’ in assisting the supervisee to separate out any influence of the 
organisation. Am I unnecessarily labouring a point here, that is, the absence of 
explicit mention of the unconscious influence of the context? My experience in 
working in other contexts has been how the context has so often played a part in a 
process of disempowering counsellors (Towler 1999). Thus my pait in this analysis 
had been to have been looking for a contextual influence that may not have been 
there. Wlien I consider the evidence from the data in the above example, the 
contextual factor that had influenced the counsellor had been her fear' at the potential 
for getting told off by the organisation for ‘not getting it right’.
In another example an external supervisor (R.3) had empowered her supervisee to 
return to her counselling service and ask why they had not received any clients:
R 3 :1  experienced my role as somehow supporting him to do something about this.
JT: Right. So empowering him at some Mnd o f level?
R.3: To go back to the organisation and say this isn‘t happening, and to take his part 
in why it wasn’t happening and endeavour to put that right.
JT: Uhm. Uhm. OK.
R .3 : ......  and by allowing him to express his feelings. That then freed him up to be
able to do something about it.
Here, the supervisor had helped the supervisee to act assertively by raising the 
awareness of the supervisee’s part in his feeling disempowered, allowing for a 
catharsis of feeling resulting in allowing him to re-connect with his power to act 
assertively. This process had accorded with the concept of working with Karpman’s 
Drama Triangle (Stewart and Joines 1999: 236) in which the protagonist becomes 
victimised and trapped in a psychological game. Choy (1990) has created a useful
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antithesis to Karpman’s Drama Triangle by eliminating the discounts in the three roles 
of Victim, Rescuer and Persecutor and replacing them with the roles and developing 
skills for each comer of the triangle -  being appropriately vulnerable to replace 
Victim, being caiing to replace Rescuer and being assertive to replace Persecutor 
(Figure 5.6 on page 220).
Raising the supervisee’s awar eness of the influence of contextual factors had been 
reported by another external supervisor (R.5). She had described the process of 
supervisee empowerment through the development of their ‘internal supervisor’ as 'a
continual process there‘s never going to be an end point when everything is
sorted because the organisation changes all the time. '
What she had demonstrated had been her valuing the growing resources of her 
supervisees in assisting them to develop strategies to manage the organisational 
dimensions of their work. She had been cognisant of the constant change (flux and 
flow) present in the organisation and thus in the process of supervision. I had noticed 
with this particular supervisor an intentional commitment to rmderstand and work 
with the organisational dynamics, guiding the supervisees through this labyrinth of 
complexities.
I had discovered that she had received supervision on a regular basis for her work 
from an organisational consultant. I had perceived this to be a self-valuing activity of 
the supervisor. She had stood out amongst the supervisor peers interviewed as highly 
motivated to understand the organisational dimension conceptually and to pay 
attention to this aspect of her professional development. At the close of our interview 
she had reflected on how she had learned her craft as an organisational supervisor and 
the need for continuing professional development in organisational supervision:
R. 5:... being aware o f  those, aware ofparallel processes and all the different 
processes that inevitably happen. Extending those very clearly, you know in the three 
cornered contract and then all the different sort o f  connections that that creates in a 
way I  suppose. But I ’m not, you hww it ’s, I  mean having talked to you Ifeel I  almost
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t^Saaeuioj
(assertive)
Victim
( vulnerable)
RtJtcucr
(caring)
Figure 5.6: The Drama Triangle and the Winner’s triangle (italics) based on 
Karpman (1968) and Choy (1990)
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need to go back to theories again (laughs). How did I  get to working how /... Do you 
know what I  mean? You sort o f  develop.....
and
R .5 :.......well perhaps this will be completely obvious I  think it will be good to have
more training on particular types o f supervision because, you know, you can do a 
supei^visor ‘s training but as far as Fm aware there's nothing that’s specifically for 
like organisational supervision.....
I had found this a valuing testimony to my research. She had recognised that she had 
much more to learn about organisational supervision by building on her current 
knowledge and experience. In support of die specific training of supervisors Holloway 
and CarroU (1999: 35) include in their reflective questions for trainers, ‘What 
characteristics of the contextual factors have they relied on in their decision-making?’
Valuing the supemsee by an empoweiing attitude for the development of 
supervisee autonomy had been chiefly focussed on helping supervisees develop 
strategies for managing their work with clients and living in the organisation. This had 
accorded with the second of Carroll’s ‘characteristics of workplace counsellors’
(1999: 146). In my own experience the demand has been in times of crisis for the 
organisational supervisor to create a sufficient ‘holding environment’ (Winnicott 
1971) for the supervisee to survive. This concept is derived from his view of the vital 
necessity for the newly bom child to be rehably held characterising the pre-natal state 
of the child. In his exploration of the organisation as a ‘container’ of employee 
anxiety Stapely (1996:31) writes:
“The function of holding in psychological terms is to provide ego support 
particularly at tlie stage of absolute dependence before integration of the 
ego has become established”.
The appeal to the inner resouices of the supervisee as being sufficient had been 
crucial.
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When the prevailing culture in organisations is experienced by counsellors to be 
‘counter-cultural’ to the values and beliefs of counselling (Towler 1999) that is, when 
counsellors can feel disempowered and voiceless, an appeal to the counsellor’s inner 
resources can seem challenging. As supervisor R.12 demonstrated, taking on the role 
of an advocate can be an empowering choice. The temptation is for the supervisor to 
‘rescue’ or ‘persecute’ (Figure 5.6.) the organisation and to collude with the 
supervisee. Such a reaction is neither helpful for enabling supervisees to live within 
their organisations, nor helpful for those who manage counselling services to be 
protected from dysfunctional aspects of organisational life.
In the property protecting against the oi'ganisation of the category supemsee 
valuing and being valued by the supemsor I have discussed the attitude of one 
supervisor who acted as a ‘buffer’ for the supervisee as a form of protection. She had 
seen this as an act of empowerment of her supervisees. She had reported that it had 
fr eed the supervisees from the pressure of the critical voice of the organisation 
mediated through the counselling service manager, and had empowered them to feel 
good about their counselling work. Another supervisor working with the same 
organisation had empowered her supervisee to sort out the differing responsibilities of 
herself as supervisee, her client and the organisational influence. In so doing the 
supervisor had appealed to the appropriate exercise of authority of the counsellor and 
had reduced the counsellor’s anxiety. Paradoxically the supervisor had had to exercise 
more authority to enable this to happen, and as a consequence had demonstrated good 
role modelling.
At this juncture I would add a cautionaiy tale from my own experience. In my eaily 
days in acting as an external supemsor to counsellors working in a large public 
organisation, I had been working with a counsellor on her feelings of having become 
disempowered as a result of a manager’s behaviour as part of a process of 
organisational change. My piece of good work had been subsequently challenged by a 
manager borne of my ignorance of company protocol and procedure. Empowerment 
needs to take into account the parameters of the supervisor role and the constraints of 
the organisational context. I had been guilty of misusing my authority. It had raised 
the whole issue of the power of the external supervisor in organisations. Morgan
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(1997) warns that power has the potential to resolve conflicts of interest. As an 
external supervisor, because I had no part in the formal structures of the organisation 
it had felt as if I had been denied any legitimate source of power (Copeland 1999).
5.3.6: Respecting professionalism and difference
The final property of the category supei*visoi*s valuing supei*visees, I have called 
respecting professionalism and difference. The following were ways in which 
supervisors had reported valuing supervisees’ professionalism and difference:
• As fellow counsellor colleagues
• Having different learning styles
• Working with different cultures
• Being of different ages and stages of counsellor development
• Being of different gender and sexual orientation
• Working in specific contexts
Supervisor R.5 working externally for an organisation (Figure 4.9 on page 163) 
exhibiting a bureaucratic and authoritarian culture had been indignant at the way the 
organisation had treated her supervisees whilst undergoing major organisational 
change:
R.5:......  but when it actually comes to it they 're not really respected fully as
professionals
Her inference had been that they had been professionals peifonning an extremely 
demanding role in a complex organisation. Professionals in this context had meant 
being competent practitioners working to the codes of ethics and practices of a 
recognised professional body like the British Association for Counselling and 
Psychotherapy (Feltham and Horton 2000). She had compared this with the way the 
organisation she had felt had viewed them:
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R5: as these nice people, who perhaps can be disregarded and to send someone to 
have a chat with them, when you are doing your best sort o f thing- a bit patronising 
sometimes!
However, I have experienced counsellors as a collusive group of professionals who 
have acted unhelpfully against their organisation. As an external supeivisor in 
consultation with a group of non-counselling managers they had reported that the 
counsellors had refused to accept a protocol on organisational confidentiality on the 
basis of an appeal to the conduct of confidentiality more allied to counselling in 
private practice. On examination I could not find any hindrance professionally (good 
practice) to the implementation of this policy. Politically the counsellors had felt 
under threat and had felt undervalued in their work as major changes to the delivery of 
the service were being implemented. This had had a considerable negative influence 
on their feelings of being valued and understood. Their behaviour had felt more like 
the rebellion of afiustrated child against a critical parent. Feltham’s (2000: 684) 
advice was timely:
“Counsellors should not assume that their familiar professional and ethical 
expectations will carry over automatically and unproblematically to 
EAP work. Confidentiality, for example, may be affected. It is quite usual 
for a counselling department within a police force, for example, to stipulate 
that client disclosures about illegal activity may not remain confidential ”
He could have written this statement precisely for my situation!
Respecting the learning style of the supervisee had found three specific expressions 
within the data In Holloway’s (1995: 88) research she defines ‘learning style and 
needs’ of trainee counsellors as:
“... (a) group of developmental factors relevant to the trainee’s 
approach to and perception of the supervisoiy experience.”
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She considers how developmental characteristics in terms of conceptual ability and 
ego development have been researched in relation to the ages and stages of 
development of a counsellor (Stoltenberg & Del worth 1988). Jacobs et al (1995) is 
somewhat limiting in his emphasis on the cognitive element in learning in his 
proposal of four modes of thou^t of supervisees -  inductive, associative, creative and 
self-reflective. Heron (1992) provides a more comprehensive model in his ‘up- 
hierarchy of knowledge’ moving from ‘experiential (learning from e}q)erience)’ to 
‘presentational’ (learning with the imaginai) to ‘propositional’ (learning from 
the conceptual) to ‘practical’ (learning form the doing/practice) ways of knowing and 
therefore world of learning (Figure 5.7 on page 226).
One external supervisor (R.20) had been very clear that she had acknowledged that 
each supervisee had a particular way of learning and she had wanted to know what 
form that took:
R20: So I  go along with the idea o f relating to each one trying to develop an 
understanding o f where they are. How I  can best help them without squashing their 
natural abilities where they are when I  meet with them.
One of the more important aspects for her had been to build on the supervisees’ 
strengths. Psychological theories and research abound on how best to leam (Bateson 
1972; Heron 1974; Agyris and Schon 1978; Schon 1983; Rogers 1983; Kolb 1984; 
Proctor and Inskipp 1993). The theme that runs through each of them is the necessity 
for the learner to be involved in the process. The supervisor quoted above had 
emphasised the collaborative nature of the learning enterprise. She had talked about 
the importance of ''meeting ' her supervisee, encountering the supervisee in a person- 
person relationship (Buber 1923; Rogers 1953; Clarkson 1995). This accords with a 
collaborative model of supervision of Orlans and Edwards (2001) based on the work 
of Schon (1983) in which they state that tire supervisor is encouraged to be ‘fully 
available for a relationship characterised by transparency and by the principles of 
collaboration and a commitment to “Level III” learning’, moving from a passivity in 
learning to one of active creativity.
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Practical knowledge 
ropositional knowled
Presentational knowledge
Experiential knowledge
Figure 5.7: The up-hierarchy of knowledge (Heron 1992:174)
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Another supervisor working with the same organisation had shared how she had 
actively resear ched theory on learning styles and how to helpfully utilise her findings 
for her supervisees:
R 19: And then I  think I ’ve been doing some research on learning styles for my own 
way o f working and in one o f the models I ’m more a coach and so I  sort o f teach 
strategy.
The supervisor had demonstrated the need to understand and respond to the particular 
learning style of her supervisees as opposed to expecting them to follow hers. In 
discussing his findings with regard to the teaching role of the supervisor in his 
research, CarToll (1996: 59) muses on this issue:
“It would be interesting to know if individual supervisors teach as they 
themselves have been taught, and supervise as they have been supervised
............. it would also make interesting research to know how adaptable
supervisors are to the learning styles of their supervisees and/ or how 
much supervisees have to fit the teaching methods of their supeivisors.”
One of the Elite Supervisor Focus Group had reported on his way of supervising in 
this respect:
R.21: I  too think that flexibility is one o f the skills here aitd part o f that flexibility is 
the way you visualise adaptability.
For him being adaptable had been a conscious intention to reflect the learning style of 
the supervisee. This may well involve organisational supervisors in considerable 
adjustment from a learning style with which they have become very comfortable.
The concept of valuing supervisees according to their age and stage of development 
(Stoltenberg and Delworth 1988; Hawkins and Shohet 1991; Proctor and Inskipp
1993) had found frequent expression in the data. Here, ages and stages refer to the 
developmental progress of asupervisee/counsellor from trainee to mature counsellor.
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each period being characterised by its own tasks and demands in order for progression 
to take place. A supervisor from the EAP Focus Group (R.17) had summed up the 
intentions of the supervisors interviewed, 'my style ofworkdepetids on the maturity 
and experience o f each person '.
In organisational contexts the supervisors of the Ehte Focus Group all had agreed 
about how they had valued and respected their supervisees’ level of understanding of 
the significance of the context on their counselling work. For example, a counsellor 
may have been counselling in private practice for a number of years (master craftsman 
level, Proctor 1995) but have been at the level of novice in their work in 
organisational contexts. The consequence of this they had reported as having to spend 
more time in supervision in educating the supervisee of the wider implications of the 
context. I had asked all of them whether they had thought there was a specific role 
which I could call an ‘organisational supervisor’. Their response had been in the 
affinnative and they had begun to reflect on the style of supervision offered to 
different supervisees based on their level of experience and training;
R.23:1 was just thinking in terms o f  the consultation bit when you asked (R22) what 
she meant by ‘ consultant’ and she said it strikes me as we are talking there is a 
tremendous difference between what goes on with a supervisor, with a counsellor who 
is new to an organisation or who has not worked in an organisations before and the 
kind o f counsellors which I  have increasingly seen at the end who are very 
sophisticated about the organisation. And they come in and you don’t have to inform 
them or make them think systemically and things like that. And I  think I  forget often
about people coming in at the beginning..............with whom you may have to do a
tj^emendous amount, just helping them understand about your roles or sending them 
books to read about it. You know how it’s different from worldng freelance or 
something.
The style of supervising had been important as a way of respecting the supervisees’ 
age and stage of development about their capacity to work effectively in different 
contexts. They had spelled out their work explicitly as assisting the supervisees’ 
capacity to:
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• Work with a systems framework
• Be sensitive to organisational issues such as, confidentiality and managing roles
• Be flexible, not to be purist in attitude
• Be a widely based person, those who have a broad experience of life
• Understand the psychological contract, the underlying psychological issues,
expectations, projections and transferences
One of the supervisors had indicated that supervisees managing these capacities 
effectively described it as a 'sophisticated’ way of working.
A black supervisor (R.6) working in a voluntary organisation had been the only 
supervisor to raise specific issues of assisting supervisees working with other cultures. 
The example he had chosen to share had concerned his respectful way of working 
with what he had described as 'an ethnic minority trainee counsellor ’. He had 
explained:
R, 6: For instance, this particidar supervisee has a client who is part o f the 
community, who is also an elder in the community. So there’s a way he pays respect 
which is the way they do it which I ’m saying is imppropriate (ahm) but being 
respectful o f the way in which he is doing it, but also challenging.
The supervisor had reported that he had been respectful of the supervisee’s way of 
working and this had to be combined with a challenge. The challenge he had made 
had been about the trainee’s unhelpful deferent (collusive) attitude to his client who 
had been a senior elder of an ethnic community group. The supervisor had reported 
that as a way of respecting the supervisee in supervision he had raised his awareness 
of the unhelpfulness of the supervisee demonstrating deference to the black 
supervisor, a parallel process.
Inskipp and Proctor (1995: 142) provide auseflil model of racial/cultural identity 
development table (from Atkinson, Morten and Sue, 1989) in which they draw 
attention to a process of identity formation for members of ethnic minorities:
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“a process by which individuals and groups leam to recognise and 
live freely and comfortably in a multi-cultural, multi-ethnic environment - 
to find a satisfying personal identity within minority and majority 
groupings”.
The supervisee seemed to have been at an early stage of conformity in which his 
attitude to himself had been self-deprecating and his attitude to his client of the same 
ethnic group had been also group-deprecating. I noted that this had been the only 
reference to working with other cultural groups in the whole study. The voluntary 
organisation had worked hard at making the organisation accessible to a wide group 
of ethnic minorities by community outreach work and by specifically recruiting black 
counsellors. I had mused how much this black supervisor had taken on white cultural 
values in his supervisory role as an expression of his solidarity with a predominantly 
white organisation.
5.3.7: Conclusion
In summarising this category of supervisoi’s valuing and being valued by tlieir 
supeiwisees I have discussed the properties by application of the 6 Cs (see Table 1.5 
on page 113). Supervisors have chosen to express their valuing by:
• facilitating a safe and trusting climate for supervision
• being empathie with supeiwisees’ feelings about the oi'gantsation
• being clear
• being empowering
• respecting difference and professionalism
These have been expressed from an underlying attitude o f ‘being supportive’ (Heron 
2000). What I had noticed had been a reciprocal behaviour and attitude from 
supervisees. It had been clear that when supervisors had been valuing this had been 
motivated both by their perceptions of working with fellow professionals, and by their 
response to professionals experiencing pressures from the organisational context. The
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temptation to collude with their supervisees had been very evident with some, whilst 
others had empowered their supervisees to find ways of self-managing in the context.
Supervisors’ capacity to value their supervisees whilst needing to manage these 
pressures had seemed dependent on their own experience of managing these tensions 
throughout their personal and professional lives (Menzies 1960; Hughes and Pengelly 
1997), Thr oughout the interviews I had experienced an integrity and commitment to 
their supervision craft expressed in a desire to ‘be there’ for their supervisees in the 
supervision space, however negatively influential the context. The next section will 
analyse and discuss the data in respect of instances of how supervisees and 
supeivisors valued and were valued by the oi'ganisation, the different systems 
influencing supervision.
The contribution of the supervisor to the co-creation of a culture of supervision for 
organisational settings again had been characterised by their part in providing a safe, 
non-judgemental, protected space for their supervisees. Being clear about roles, 
boundaries, and influences, whether supervisee, client or organisation, had been 
central to forging this protective space.
5.4; Supeivisees and supeivisors valuing and feeling valued by the organisation 
5.4.1: Introduction
Amidst the flux and flow of the supervisory field there had been moments in the 
interviews when supervisee and supeivisor alike had valued the behaviour of both the 
wider parent organisation and the counselling service. All supervisees had been 
grateful for the provision of the supervision opportunities which they had been 
afforded in their role as counsellors either working internally or extemally for 
organisations. As a form of theoretical sampling and comparative analysis, having 
discovered in the first interviews the phenomenon of valuing and being valued by the 
organisation in a commercial setting, I had been curious about whether and in what 
way this had been replicated or not in other contexts.
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This section will explain what happened in different contexts as both supervisors and 
supervisees had expressed their valuing and feeling valued by different organisations:
• the containing / holding aspect of organisational attitudes, behefs and 
behaviours
• supervisors being consulted by the organisation and good communication 
about counselling, supervision and wider professional issues
® receiving encouragement by the organisation and a congruency of values 
shared with the organisation
5.4.2; Valuing the containing/holding aspect of the oi'ganisation
The psychodynamic literature lends considerable support to the concept of 
psychological holding or containment as a foim of defence against anxiety (Jacques 
1952, 1955; Menzies 1960; Trist 1990). The phenomenon was developed from the 
Kleinian theory of defences against anxiety with individuals (see also 4.3.3). Both 
Jacques and Menzies’ research supported the view that organisations supply 
individuals with suitable defences against anxiety which result in feelings of being 
held safely in their work. Thus in supervision the role of the supeivisor is to provide a 
safe holding climate in which the supervisee can explore her work without fear of 
reprisal from supervisor or any organisational third party. The organisation for its part 
can contribute to this by demonstration of a non-judgemental attitude, a cleai’ contract 
of accountabilities, a protected time for supervision, a valuing of the processes of 
counselling and supervision, etc. All can contribute to the maintenance of the 
organisational boundary within which supervision happens.
In the following piece of dialogue two supervisors from the Elite Focus Group (R.22 
and R.23) had highlighted from their ejqierience what had happened with regard to 
organisational holding in different contexts:
R 21: I ’ve no stories o f any supervisees who feel held by an organisation, (laughter) 
R.22: That is not true for me. I  have several people who feel very held by their 
organisations, by their immediate bosses- the people who run counselling services
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mid so on. But I  am thinking I  did have one case where the person did not feel held by 
their organisation and the supervision kept turning into her relationship with the 
organisation rather than her relationship with her clients. There is some good news... 
R.21:...and maybe that’s with counselling organisations is interesting...
R 22:... and psychotherapy departments in hospitals. Some feel veiy contained with 
counselling services in hospitals. So it’s not all bad news.
I had started the dialogue as an aspect of theoretical sampling looking for examples of 
organisational settings where counsellors did not feel held in their work. One (R.21) 
who had worked in uniformed and authoritarian organisational cultures had been clear 
that he could not think of any examples. The other two supeivisors (R.22 and R.23) 
had been clear that in all the settings where they had found counsellors feeling held by 
the organisation this had been largely owing to good managers, managers who had 
informed themselves about counselling/psychotlierapy, or not:
R.23: Counsellors working out o f a medical centre can be quite containing 
R.21:... containing.
R.22: Yes. Yes.
JT: So I  wonder what it is about those two settings that create this sense for the 
supei^visee that they are being held?
R.23:1 think it’s about somebody above them in management, that diagram I  once 
drew about 'informed managers and uninformed managers ’, attd there are helpful 
managers and I  mean there are pro managers and con managers, and I  think i f  you ’ve 
got pro manager that is not informed you are held, but a pro manager that is 
informed is brilliant...
R.23: i f  you have a con manager that is uninformed you ’re in trouble because you
don’t have any support 
(uhm. uhm).
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What they had indicated had been the necessity for managers (superiors) to have 
understood the nature of counselling and supervision and thus could provide effective 
support and encouragement for their practice.
This had been another example with this group (see also 3:9 Reflexivity) where I had 
been tempted to draw false conclusions about this aspect in different organisational 
settings. It was as though the other two supervisors had not heard the negative aspect 
of my question. Similar to supervisor R.21,1 had been clouded in my perception of 
the capacity of some contexts to provide a sufficient psychological holding for their 
counsellors. The diagram (Figure 4.5 on page 152) referred to by supervisor R.23 had 
demonstrated the need for supervisors to be aware of the nature of the organisational 
culture in respect of supporting supervisees.
I had noted that one external supervisor (R.5) had expressed an important aspect of 
organisational ‘holding’ in respect of the prevailing paternalistic organisational 
culture. She had valued an expression of support and holding when the organisation 
had helped to create a sense of belonging with employees and thus clients, especially 
those who had worked in rural areas, but this paternalism had become a negative 
experience in the way in which employees had been dismissed from the organisation:
R5: It appears that both in a negative and positive way. I t ’s a very paternalistic 
organisation....
 Only from the content o f the sessions does it come through, the content o f  what is
happening and what happens when there is an incident, what happens when someone 
does something. How people are dismissed. And I  think you know, there are two sides 
to this being very paternalistic. One is, it can be incredibly supportive and holding
... .and people can go right through their lives andfeel part o f something....
 So there’s that sort o f  sense though that seems to be maybe getting a bit old
fashioned now I  don’t know. But that does come through particularly with the clients 
from the smaller more rural areas.
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Whilst the paternalistic attitude of this organisation could have been construed both as 
positive and negative in its effect, I noted that it had the quality of having provided a 
sense of purpose for chents in their workplace. This also had been reflected in how 
one supervisee (R.1) from a workplace setting had positively experienced her 
organisation until she had discovered that the organisation had procrastinated in 
meeting her need for special IT facilities in view of her failing sight.
Supervisee R.7 working as a counsellor in a voluntary setting had spoken of the 
holding quality of the organisation she had experienced in her work. It had been 
closely linked to her experience of a congruency of values with the organisation:
JT: So lam  wondering what your experience is in supervision o f how this boundary 
influences what happens between you and your supervisor?
R. 7: (silence) I  suppose it influences me in the same way that my family and my home 
might influence me as a person in the community (ahm). This is the place from which 
I  operate (ahm). This enables me to be able to do the work that has a meaning for me. 
The boundary doesn ’t separate from the boundary Fm working in (ahm). I t ’s like a 
holding thing. I t ’s not like a separating boundary for me. It doesn’t have a feeling o f 
separating in the same way that other boundaries might.
and
R.7 I t ’s a bit like a sort o f stt'apping that might go round something so that it
all works well. That’s what I  think.
The holding effect had enabled her to feel secure in a boundary like a good 
family/home in which she could do meaningful and thus significant work. The 
resultant feeling had been one of binding rather than sepai ating.
I had experienced her like the ‘strapping’ round her organisation, intent on holding all 
in place and protecting the image of the organisation from any kind of harm! The 
words of the six centuiy mystic Mother Julian of Norwich came to mind -  ‘all shall be 
well, and all manner of things shall be well’. I had found her a mature and competent
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counsellor who had been insightful, generous in her praise of others in the 
organisation and compassionate for a challenging client group. The organisation had 
felt like the extension of her (wholesome) family -  and throu^ her eyes had become 
veiy special, quite unique. In Harrison’ s (1972,1993) typology of organisational 
cultures it strongly accorded with the characteristics of a ‘support culture’ which is 
based on ‘relationships and the quality of harmonious personal interactions’ (Carroll 
and Walton 1997: 97). In terms of the ‘lily pond’ model (see Figure 1.1 on page 34) of 
Hawkins and Shohet (2000) her description of the organisation might have been 
analysed from the data provided thus:
• Behaviours: accessible and therefore welcoming to the clients, relationships 
between staff open (genuine) and respectful, accepting of the shadow side of 
individuals
• Mind sets: beheves that persons are unique, worthy of help irrespective of 
race, creed, class, ethnicity, sexual orientation, ability, have potential to 
change
• Emotional ground: expressed in congruent feelings between staff, valuing of 
uniqueness of each other’s contiibution to whole organisation, acceptance and 
genuineness, warmth (non-possessiveness)
• Motivational roots: staff who live out the aspirations of the organisation by a 
congruency of values as expressed above
My concern about the analysis had been the absence of any mention of the potential or 
actuW shadow side of the organisation. The situation had felt similar to Holder’s 
(2003) research findings expressed as the supervisee’s view of the organisation solely 
as ‘a legitimate system’ over and against the ‘shadow system’. He defines them as 
follows:
“The Legitimate System is where ‘people operate in conformity 
with the established cultuie. They do things “the way that things are 
done around here.’” It ‘embodies the aims, purpose and values of the 
organisation’, which is also understanding of its leaders and authority 
figures and is espoused by them.
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“The Shadow System is where people contradict the Legitimate 
System as they seek to differentiate and ‘validate their own personal 
aims and values ... (and) where anarchy flourishes.’” (op.cit. page 23)
Whilst the supervisee had expressed the willingness of the organisation to accept 
clients’ shadow sides I had found no expression of her experience of the 
organisational shadow.
For supervisee R.11 working as an associate counsellor for a commercial EAP, she 
had valued the Case Manager for her sense of containment for her counselling work. 
She had experienced her as ‘a professional ’ and 'a clinician ’ and reported how she 
had acted as a 'buffer ’ between her and the organisation of the client. Her having felt 
safe and contained had relied on the supervisee’s perception of her ethical competence 
(professional) and her clinical judgement in relation to her work. As an associate 
counsellor her contact with the organisation had been by telephone with the case 
manager. As such the case manager had been the only tangible conduit of 
organisational influence.
In interviewing a case manager (R.8) from an EAP she had expressed a reciprocal 
feeling of being valued by counsellors. The following piece of dialogue had indicated 
her sense of being valued by the counsellor in respect of a discussion she had had with 
the counsellor in relation to managing a complex client issue:
R.8: But when it came down to it she hadn’t looked at some aspects and what she 
said at the end o f the conversation was 'Fm really glad Fve spoken to you because 
you made me see this in a different light and I  don’t think that would be helpfiil now ’.
The feeling of being held by the organisation had existed in different contexts and had 
been contingent on ‘informed managers’ who had understood the nature of 
counselling and supervision. Further expressions of being held had emanated from 
counsellors and supervisors experiences of a positive form of paternalistic 
organisational culture and linked to one of the other properties of this category, that is, 
a felt congruency of values between the worlds of counselling and supervision and the
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organisation. The consequences for supervisees and supervisors had resulted in 
experiences of feeling accepted, belonging and feeling valued.
5.4.3: Feeling valued for the consulting role of the supeivisor by the oi'ganisation
‘Consulting’ in this context refers to an activity of engaging with another with the 
intent of ascertaining need and the capacity to respond appropriately to that need. This 
had felt like Clarkson’s (1995) definition of a consultant. Clarkson (op. cit. page 2) 
usefully draws attention to the two aspects of the consultant;
1. ‘... .targeted towards its content or specific, specialised knowledge’ and
2. ‘.... concerned with process -  that is, the often subtleties of climate, culture, 
atmosphere... optimal creativity... ’
The specialised knowledge that the supervisor had to offer had been about the 
processes and practices of counselling and supervision, and the psychology of human 
beings. The way or the process in which this had been communicated had been 
marked by the values and beliefs of counselling and had been encapsulated in a 
climate of working chai acterised by the Rogerian core conditions.
I had discovered this property chiefly with supervisors working extemally to 
counselling organisations. It had been reported in my first trawl of interviews by an 
external supervisor. She had compared her sense of being valued by an organisation 
with whom she had felt a congruence of values, with that of a commercial 
organisation where she did not. ‘Consulting’ in this context had meant where the 
organisation had relied on information and advice based on the expertise of the 
supervisor in a wider role about the world of counselling and supervision. Copeland 
(1999), Canoll (1999) and Walton (1997) have all advocated the need for the 
‘educative role of the supervisor’ in organisational supervision. I agree with Copeland 
(1999) that this is by no means widely accepted either by supeivisors or organisations.
In this research the Elite Focus Group of supervisors’ supervision work had spanned a 
wide range of contexts including University, Mental Health, National Health Service
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Departments of psychotherapy, prisons, workplace, statutory and voluntary settings. 
They had been clear that their experience had been mixed in this role. All had been 
exemplary in the way in which they had consulted with the relevant parties within the 
organisation at the contracting stage. Their experience had been various in respect of 
being used as consultants as defined above. In discussing this role in the interview, 
one supervisor (R.21) working in a uniformed organisation had reported his recent 
experience:
R.21:.......Now this week I  was up in (English County), the woman who runs the
Police Constabulary and the Human Resource Director both asked me. I  thought that 
was great. She asked me in and I  said ‘you are most unusual to ask me, and I  am very 
pleased you do. It would be very nice for the three o f us to have a three way every so 
often ’ and she said that was super. She is a bit exceptional as well for even asking 
about it.
This had been in the context of a discussion about how organisations on the whole had 
not wanted, nor invited supeivisors for consultation about their work and role. As the 
supervisor had indicated, this behaviour had been exceptional. Over the last twelve 
years I have worked extemally for a uniformed organisation where the supervisors’ 
expertise has been welcomed in the development of the service. Regular three 
monthly meetings with the occupational health managers have been opportunities for 
the supervisors to learn about the organisation and for the managers to leam about the 
practice of counselling and supervision. Discussion has centred on ethical dilemmas, 
the creation of policies and procedures, for example, working with suicidal clients, 
managing the interface between clinical and operational demands. This practice has 
continued to be valued by both parties. It had been contracted at the outset of the 
overall working agreement with the organisation and had been paid for by the 
organisation. As Copeland (1999:243) accurately attests:
“ a dialogue is needed, in tripartite meetings,, to resolve ethical
dilemmas arising out of a clash of values”
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There is certainly a lot of that! However, I would add that careful sensitive persistence 
of a wider educative/consultancy role for supervisors brings fruitful outcomes for all 
parties. The criticism could be labelled that this could change the relationship between 
supervisor and supervisee. My experience had led me to beheve that it could and in 
some instances has resulted in an anxiety about levels of trust by supervisees. 
However, my overriding experience has been the benefit of having brought an acute 
awareness of the importance of the systems dimension to the supervisory process and 
to the process of management of counselling within the organisation. My experience 
has been that many managers have welcomed the opportunity to consult about 
counselling and supervision. It has often only happened when the supervisor has 
initiated the opportunity.
The experience of another supervisor (R.3) interviewed in her work extemally with a 
large commercial organisation had highlighted a different aspect She had reported 
that she had felt valued in her consultancy role when she had worked in organisations 
whose value system she had valued and were consistent with those of counselling and 
supervision. She had compared her feelings between two organisations:
R3: Asking the supervisee, I  guess. Or well, again, that depends because that depends 
on contact with the organisation because with some organisations I  know that from 
my experience o f being a supervisor within the organisation they may contact me or 
they’re or some organisations, you know approach me about how do you think... ? 
They will approach me about a lot o f different things, others don’t.
JT: So can I  just clarify there? With (the commercial organisation) you act externally 
and with some you are part o f the organisation?
R.3: Well, they include me. I ’m still external...
JT: Right. That’s an interesting dynamic.
R  3:1 feel more inclusion.
JT: You feel more included?
R.3: Well, OK. There’s an organisation. I ’ve just received an answering machine 
message about wanting to refer the supervisee to me for supervision. What do I  think 
about this? Because they want to do a BACP Accreditation, you know. ‘What’s my
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thinking around that? ‘ That sort o f thing. So rather somebody suddenly appearing on 
my doorstep, or somebody’s coming to me. They actually talk to me about....
and
R. 3: Certainly with the voluntaiy organisations I  supervise for (pause)
... some o f the voluntary organisations that I  supervise for, I  have a much closer 
relationship and I  don’t feel constrained by the organisation. But I  think partly 
because I  agree with the aims and objectives o f the organisations for their counsellors 
or therapists
Her experience with these organisations had been one of feeling valued through 
acceptance of her professional competence and knowledge, and in this instance about 
her knowledge of the accreditation of counsellors. As a result she had felt more 
‘included’, closer to the organisation, a part of their life. With the commercial 
organisation she had been ambivalent about how close she had wanted to become with 
the organisation for fear that she would have felt 'more inhibited’ and thus could 
operate 'more freely ’ and be 'more creative ’ in her supervision practice.
Another supervisor (R.5) who had worked extemally for the same organisation had 
had a different experience. She had reported that she had understood that some 
managers, especially those who had not been trained counsellors, did not understand 
the world of counselling:
R.5: So there are always people who won’t understand the counselling sort ethics, i f  
you like. I  don’t mean that in any belittling way because their backgivund is totally 
different- so they won’t imderstand. that something is confidential, or why. And you 
know that can be very difficult, because the counsellor can then be seen to being 
difficult, or something ’
She had valued contact with the counselling service manager through regular 
meetings set up by the organisation. She had valued the ‘good connection’ with the 
service manager:
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R5: And so I  seemed to have, I  suppose I  trust, I  mean obviously nothing is a 100%, I  
trust my own sense o f when something needs to dealt with in a particular way. And I  
feel with the organisation because o f  the contact w e’ve had with (the service 
manager) and I  feel I  could i f  I  needed to actually contact him and say ‘look there’s 
something I  need’. So ldo  feel there is a connection there i f  necessary i f  I  would need 
to use it.
And again she had felt valued and respected as a result of her ‘connection’ with the 
counselling service manager. She had felt that he had been accessible, that he had 
listened to her, and would act professionally on her advice:
R.5: I  mean I ’ve always felt very respected and listened to and been very clear why 
and that I  felt heard in organisations where I ’ve done that.
This supervisor had worked in a wide variety of organisational settings and had 
reflected on her supervisory work to the extent that she had regularly received 
supervision by an organisational consultant. I believe this had been instrumental in the 
development of her very positive attitude to working in organisational settings, and 
had furnished her with a systemic confidence and competence in her supervision 
work, hi addition the service manager had employed her to facihtate pait of a 
development day for his external supervisors.
Thus tiiis property of the supeivisor feeling valued by the oi^anisation had been 
expressed by third parties from both die wider organisation and the counselling 
services. Supervisors had been acknowledged for their professional knowledge, for 
their advisory capacity, and their educative role. Consequently they had felt valued 
and made to feel included in the wider organisation even though they had all provided 
supervision as supervisors extemally employed by the organisation.
5.4.4: Valuing a congruence of values with the organisation
‘A congmence of values’ with the organisation is defined here as a reciprocity, a 
mutuality of agreement between the values of the supervisees and/or supervisors with
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those of the organisation (counselling service or parent organisation). This is very 
much a felt sense underpinned with beliefs and demonstrated in behavioms. There is 
an inherent authenticity expressed by all parties.
For one supervisor (R.12) who had worked extemally for several voluntary 
counselling services, she had valued ‘being able to do the job’ without the restriction 
that finance often brings to the provision of counselling services. This had been 
compared where money had influenced counselling work and had been expressed as a 
problem by supervisees in supervision. Again she had drawn attention to how this 
valuing had been linked to the valuing of counselhng by the organisation and thus of 
her role in supeivision. This extract from the data had been illustrative of this:
R 12: The doing the best possible for the client is still core and the fact that they 're 
broke doesn Y seem to be bothering them.
JT: So how does that get expressed?
R 12: Client fees. There will be a set fee but there’s ‘ no-one~turned-away’ policy. So
you get a higher number ofpeople on benefits than you healthily would i f  you
were more profoundly interested in your bank balance.
JT: Uhm. Uhm. So there’s more flexibility in a sense?
R. 12: There’s more flexibility and certainly there isn Y a culture in supervision o f
how much the client is conti'ibuting. I t ’s ‘what is the client’s problem? ’ which I  think 
is very healthy.
JT: So that’s also, that’s expressed in values, it’s like where that because there is a 
congruency) o f  values between what the organisation exists for and how they view 
people...
R.12: Yes.
JT:.... and therefore how they view their setvices. There is a congruency creates a 
kind o f consistency o f approach.
R.12: Yes. Yes
Where organisations had demonstrated an affinity with the values and beliefs of 
counselling and thus supeivision, both supeivisees and supervisors had found this of
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profound support. A supervisee (R.7) had been effusive in her admiration of a
voluntary counselling service: j
R  7: Accessible and dedicated for its piirpose. And not easily distractedfi'om the 
values that it places on the clients.
JT: Then how would you describe those values?
R  7: Um. There’s a bit about genuine caring and interest in an individual regardless 
o f who they are, why they’re here, how motivated they are. There’s a belief that there 
are good and valuable things in everybody (ahm) and a determination to experience 
those aspects from someone. So not that we are not willing to see the negative but 
allows them to show you the negative, dark side or shadow side o f them- a belief that 
there is this imderlying ability to grow and change, to be valuable, to have something 
to offer which is special (ahm. ahm.). And I  feel that that goes through the 
organisation as a whole. But I  also feel that it is a responsibility o f the individual to 
help maintain that...
JT: So you see yourself as an organisational member with a responsibility to live out 
the values o f the organisation.
R.7: Yes.
This had been the greatest tribute paid to an organisational setting in this study. The 
context had been voluntary in nature, receiving both grants and government funds for 
its work. They had employed both paid and unpaid workers. The supervisee had 
spoken of the attitude of managers and workers alike being congment with the central 
valuing and unconditional acceptance of the individual client in all aspects of their 
work. She had seen her responsibility extending beyond the boundary of the 
organisation almost hke an ambassador and to be totally congruent with her own 
personal values:
R. 7: As a person I  would find it very hard to think one thing and do another. So I  feel 
I  can be congruent. Ifeel the organisation is congfuentwith my values, I  suppose and 
I  don’t feel I ’m unusual compared to other people who work here.
She had felt so in tune with her organisation that she had reported:
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R. 7: I f  maybe a client saw me outside my behaviour would still seem appropriate, I  
wouldn ’tfall down the pavement drunk or something and then coming in supposedly 
in control o f my life.
This had been expressed by other supervisors particularly in contexts which were in 
themselves counselling services as opposed to a workplace counselling service as part 
of a wider organisation. In one EAP context there had been expressions of acceptance 
by the supervisors of the difficult task of the counselling manager:
R19  ... .although I  would achiowledge that our manager is in herself a qualified 
counsellor, a practising counsellor and therefore has a great deal o f insight, what she 
is saying and demanding o f as a manager may not be the same as she woidd wish for 
as a counsellor. So within the managerial capacity she is detailed as an employee to 
follow out what the organisation, the bigger organisation is telling her to do.
and
R 19: She does understand counselling but I  think she holds a conflict often and has to 
be manager overall. Whereas there may be some understanding o f the dynamic and 
what counsellors and supervisors are tiying to achieve.
Here, the supervisors, I felt, had understood and valued the often complex role of the 
counselhng service manager in needing to be accountable to the needs of clients and 
counsellors, and at the same time demonstrating an accountability to her bosses in the 
wider parent organisation. Another supervisor working for the same organisation had 
expressed her valuing of the organisation through stating her commitment to serving 
the needs of the organisation within a conflicting environment:
R 18: TJw organisation can ti'ust us not to be compliant, and in that they can trust us 
to work with integrity for the well-being o f the organisation, clients and supervisees.
This had felt a very authentic statement by the supervisor which had reflected her 
commitment to the British Association for Counselling and Psychotherapy Ethical
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Framework for Good Practice in Counselling and Psychotherapy (2002). Section 43 
(op.cit. page 8) states that ‘professional relationships should be conducted in a spirit 
of mutual respect’, where ‘respect’ is defined as ‘showing appropriate esteem to 
others and their understanding of themselves’ (op.cit. page 4).
In a context where a supervisee (R.7) had expressed a total congruence of values 
between herself and the organisation, an internal supervisor (R.6) had summed up his 
experience in a different way. Supervisees and supervisors having understood that 
what in odier contexts might be seen as constraints, for example, short term 
intervention and taigeting client groups, had been willingly accepted as important for 
'the ongoing viability o f the project’- a way of valuing the organisation and their 
contribution to its life.
He had also had indicated a spirit of openness on behalf of supervisees and the 
organisation with regard to what could be fed back to the organisation from 
supervision sessions;
R. 6: Anything is open to be fed back as long as the supervisee has no objection. I f  the 
supervisee wants me to feed back something to management then I  will be happy to 
feed that back to them but i f  it is confidential to the supervision then it doesn’t go to 
management, and that is again part o f  the contract with the organisation that the 
supervision process is confidential although it is confidential to the organisation. 
That’s on a wide bit there but there are bits that are confidential to the session.
To me this had demonstrated a congruency of values between supervisee and 
supervisors with the organisation and had been expressed in the professional aspect at 
the initial contracting stage with the organisation. The consequence had been to create 
a spirit of trust between all parties in the supervisory relationship. The supervisor had 
had considerable experience in working in a variety of organisational settings. In the 
interview he had indicated the effort he had expended in getting the contract right to 
create a trusting climate for supervision.
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Finally in this section I have recorded a particular example of how one supervisee 
working for a voluntary counselling service had felt valued and accepted by the 
administrative staff and by a client. I had found few explicit examples in the data of 
supervisees interviewed in other settings. Our dialogue had centred on the issue of 
prejudice and the church as an organisation, especially concerning the potential 
appointment of a gay bishop within the Church of England. The supeivisee had 
reported that he had been concerned about whether a new Chairperson of the 
counselling service would have the same open liberal approach as the one which had 
enabled him, a gay man, to be a counsellor in this setting:
R9: Well, this is interesting because I ’ve been there for just over a year. Last week 
was the first week that the office staff actually talked about my sexuality. I t ’s taken 
that long.
JT: Yea. So the appointment o f the Bishop is sort ofpulled out the bung, has it?
R9: Yea! Absolutely! It has certainly created a lot o f conversation. Yea! You know, 
and I  certainly don’t go around making it known.
JT: But you felt affirmed?
R.9: Very much so. I  felt...yea...and I  felt very accepted and that was important for 
me to hear that from the viewpoint o f the client.
JT: Uhm. Uhm..
R.9: I ’ve had one client at that agency who actually wanted to know whether I ’d got a 
girl friend to which I  said, ‘no ’. She was actually my first client. How I  dealt with it I  
thought ‘ God!’... (laughs)... and she then said to me , so I  said ‘no’, so she then said 
‘are you gay? ’ So I  said, ‘yes, I  am ’. As it turned out it was the perfect thing for that 
client to hear with the issues that she was going around with. Yea it is important for 
me, especially. Now I  was going to say especially working within the church 
organisation but I  think i t’s working with clients. I t ’s especially important that I  
don’t.
Again, it had been his openness to his sexuality which had resulted in his being 
accepted and feeling valued both by staff and client alike. Since his first supervisor 
had also been employed by the organisation it had been important for him to have felt
247
valued and respected by her. This has been discussed in section 5.1 supei'visees
valuing and feeling valued by their supervisoi's.
5.4.5: Conclusion
It had been evident from the data that the competence and thus maturity of the 
supervisors had been instrumental in forging a positive connection with organisational 
third parties resulting in supervisees and supervisors having felt valued by and valuing 
the organisation. This value had been experienced as:
• A kind of therapeutic holding similar to that offered by counsellors in working 
with their cHents.
® Supervisors having felt valued by the organisation in their role of consultants 
that is, sharing their knowledge and expeifise about matters relating to the 
practice of counselling and supervision
• Supervisees and supervisors valuing and feeling valued by the organisation 
when there had been a congruence of values
The valuing had been demonstrated in organisational cultures characterised by a 
benign paternalism or internal support and congruence of values. It had been noted 
that the valuing of the organisation had depended on what Proctor (1997) had called 
‘informed managers’, those who had understood the nature of counselling and 
supervision (see Figure 4.5 on page 152). Supervisors in differing contexts had felt 
paiticulaiiy valued for their professional knowledge and expertise which had resulted 
in them feeling accepted as part of the particular organisation and open to extending 
further communication. This had not seemed to have depended on whether they had 
been employed internally or externally to the organisation. One supervisee had 
attested to feeling valued by staff and a client.
Chapter 4 had strongly indicated many examples of where supervisees particularly 
had felt uncontained by the behaviour of the organisation. It may have been in the 
examples from the data that organisational change had precipitated such experiences 
or that recent personal experiences in the organisation had influenced their
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perceptions. This has been borne out in one organisation in this study which has 
subsequent to my interviews undergone a distinct cultuial change.
5.4.6: Chapter Conclusion
In this chapter I have focussed on how supervisors and supervisees and the 
organisation represented by third parties within different systems have valued and felt 
valued by each other. This has felt to have been held in tension with the experience of 
the different parties in supervision wi'estling with perceived negative influences 
within the dynamics of supervision within organisational contexts. Both ‘wrestling’ 
and ‘valuing’ as processes have informed a psychosocial process of assimilation and 
acculturation to certain aspects of the organisational culture by supervisors and 
supervisors as they have experienced the flux and flow of the constituent parts of the 
supervisory field. What has emerged is the co-creation of a supervisory culture, 
almost anew system alongside other organisational systems which at best enables the 
supervisee to manage the vaiiables of the client, the supeivisor, themselves and the 
organisational influences. What has emerged is a cleai* link between the strength of 
the boundary set between supervisor and supervisee amidst the varying strengths of 
the boundaries of the organisational settings. This phenomenon will be taken up in 
chapter 7.
The data had demonstrated how a process of valuing had been dependent on all 
parties working towards a climate of trust and respect. From both supervisors and 
supervisees’ perspectives this has been enhanced where managers had a working 
relationship with supervisees and supervisors, whether employed within or worldng 
from outside the organisation, and who understood the worlds of counselling and 
supeiwision. This had provided the best opportunity for supervisors and supervisees to 
feel held in their work. Where this had coincided with a congruence of values of the 
organisation, the sense of value had been enhanced. Here had been some of the 
clearest expressions of how supervisees and supervisors had assimilated and 
appropriately acculturated to the prevailing organisational contexts. Their 
appropriateness had been marked with a congruence of values expressed by the 
organisations.
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The next chapter 6 will seek to identify a process of supeiwisor and supeiwisee co- 
creating and engaging in a flexible space for a relational focus for supeiwision
amidst the facilitating and the inhibiting factors (tiie flux and flow) present in the 
supervisory field.
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CHAPTER 6
SUPERVISORS AND SUPERVISEES ENGAGING IN AND CO-CREATING A 
FLEXIBLE SPACE AND RELATIONAL FOCUS FOR SUPERVISION
6.1: Inti'oduction
Both supervisors and supervisees were discovered to have been active in two ways in co- 
creating a process of supervision to take place -  there was a process of co-creating a space 
amidst the positive and negative influences of the context of the organisation and beyond. 
This had been an intentional act which had led to the second process of co-creating a 
relational focus of supervision, that is, engaging purposefully in a number of tasks and 
functions (Proctor and Inskipp 1995; Holloway 1995; Carroll 1997) with reference to the 
centrality of the client work of the supervisee.
This chapter will discuss this major category in relation to the sub-categories of:
e Supei*visees managing self in l'elaüon to their supervisor, their clients and 
relevant organisational systems 
® Supervisors assisting their supei*visees to function effectively with clients and 
their relevant oi^anisational systems
The discussion will reflect a process of co-creation where attention will be dr awn to what 
supemsee and supemsor had contributed to the supervisoiy process, and what had 
seemed to emerge as a culture of organisational supervision.
Making space for supervision is a common theme in the supervision literature (Page & 
Woskett 1994; Feltham & Dryden 1994; Proctor & Inskipp 1995; Mollon 1997; Gilbert & 
Evans 2000. Of these Page and Wosket (1994) propose ‘space’ as a discreet part of their 
cyclical model of supeiwision. In the research I had found that interviewees variously 
understood space as:
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• A protected time within a supervision session in which supeiwisees presented and 
worked with their supervisors on concerns about their clients as opposed to 
concerns about the organisation (a process of ring-fencing)
« Thinking and reflecting time within the supervision process compared with other 
busy and pressurised time
The notion of protected time had seemed to indicate a hierarchy of importance of time for 
clients versus time for the organisation. How was it that supervisors felt the need to 
protect this special time for clients? What were the implications of this view of 
supervision for the organisation? What message did it give the supervisee about tlie 
organisation?
In discussing siipeiwisees managing themselves in relation to their supervisors, their 
clients and relevant organisational systems, and supervisors assisting their 
supeiwisees to function effectively with clients and their relevant organisational
systems, I shall use the properties which emerged from the data of this category:
e Reflecting on using and contracting in supervision 
® Coping with change
• Educating extermai supervisor's 
9 Working with difficult clients
• Personal and professional development 
® Exploring ethical dilemmas
Each of the properties had exhibited a considerable co-variance and contingency with 
each other. Therefore. I will discuss the relational aspects (see Figure 6.1 on page 254) 
between the different properties of the category. Because the supervisory process had 
been presented by all supervisees in a holistic way, the discussion of this major category 
will seek to show how each property of the category had been related to another. This has 
provided another powerfiil indication of the energy of ‘the flux and flow’ of die 
supervisory field, and how both parties of tlie supemsion had assimilated and become 
acculturated to the organisational setting. In addition, I shall indicate the powerful
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influences of social, economic and political factors affecting tliis psychosocial process 
(see figure 6.2 on page 255).
6.2: Reflecting on using and contacting in supeivision
Webb (2000: 60) fr om her research reminds us that:
“Supervision, designed to monitor whether clients are receiving 
appropriate counselling and assumed to be efficacious, relies upon 
counsellors having sufficient awareness, confidence and honesty 
to disclose pertinent issues of concern to their supervisors. However 
it is known to provoke feelings of anxiety and conflict in supervisees.”
All supervisees interviewed in this study reported that they had thought about using 
supeivision. Some had emphasised this as a preparatory process before they arrived for 
their session. Some had emphasised the activity of reflection within the session and some 
as a process following the session.
This process of active reflection had precipitated a number of discreet areas which they 
reported had formed the foci for their sessions and has been presented as properties of the 
category, giving it deptli and meaning. Each had reported that tliey had been enabled to do 
this with the guidance and support of tlieir supervisor through a process of mini­
contracting (Proctor, 1997) within the larger process of a developing working alliance. A 
supervisee (R.16) firom an internal EAP summed this process up as follows:
R.16: When we meet we do the initial breakdown o f what I  have to present. Last time I  
had been given feedback on the evaluation forms that had been sent through which is 
relatively new for (the organisation). Then there would be the administrative bit o f  dates 
and so on before going into discussing each individual client. I  present and share and I  
am given responses and suggestions, and that is discussed.
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Figure 6.1: Diagram showing the relatedness of the category supervisees and
supervisors engaging in and co-creating a flexible space for relational 
supervision*
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Figure 6.2: The parties and influences of the supervisory space
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Within this process there had been a time for assessing what the supervisee had needed to 
bring to supervision, contracting (mini contracts for the session) how to manage tliis 
work, followed in this context by some administrative content, and then followed by an 
oppoitunity to discuss each individual client with 'responses ’ and ‘suggestions ' from the 
external supervisor. She had indicated that she had thought about what she needed to 
bring to supervision prior to the session. Also, she had reported that part of the 
administrative content had been about receiving and discussing feedback from client 
evaluation forms. This process of external monitoring of the counsellors’ work seems to 
increasingly have become an organisational requirement as part of an overall stiategy of 
quality assurance. This process is similar to other professions, for example, in social 
work, where regular monitoring and evaluation form a central feature of supervisory 
practice (Pengelly & Hughes, 1997:14).
The choice of what to bring to supervision by all four interviewees in one EAP context 
had been greatly influenced by organisational expectation. This had been interpreted by 
three of the supervisees as an intrusion in the supervision space whilst one (R.13) saw it 
as ^the icing on the cake V The latter had had considerable experience in management 
prior to his having become a counsellor and had enjoyed the administrative aspects of his 
work. This had raised the question of the perceived reluctant attitude of the others. My 
sense had been that they had not appreciated the importance of the administrative and 
monitoring aspects of their work to the counselling organisation and thus to the wider 
parent body. Also their reluctance could have stemmed from intra-psychic aspects relating 
to authority and from feelings of anxiety/vulnerability about their professional practice.
The supervisee’s choice of the professional content of supervision had been influenced by 
a number of factors in different settings:
• In response to perceived organisational expectation 
« Perceived ‘difficult’ clients
® To achieve deeper understanding of the process between client and counsellor and 
organisational influence 
9 Managing organisational change 
o Working with ethical dilemmas
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• Self-management /personal and professional development
In response to their supervisees all supervisors interviewed had attested that the 
professional aspect of conflicting had been a way of creating clarity of expectation of 
each of the parties. This had resulted in the establishment and maintenance of safety in the 
supervisory relationship. Tlie concept and process of ‘contracting’ had been reported by 
every supervisor in the first few moments of the interview. Proctor (1997: 191) identifies 
three kinds of contracts:
1. ‘the overall working agreement’ in which all parties ‘clarify and negotiate the 
tasks, roles, responsibilities, rights, ground rules, assumptions and styles which 
will guide and prioritise their work together’
2. ‘ a session contract’ which ‘ determines the agenda for a specific supervision 
session’ and
3. ‘mini-contracts’ which ‘allow for negotiating what both parties want from any 
individual item within the session’
She writes, ‘Like the outer doll in a nest of Russian dolls, the working agreement both 
shapes and contains all the otlier contracts negotiated wiüiin it’ (op.cit.l91).
From the data the activity of contracting had been expressed as supervisors being clear 
with supervisees about:
• the roles and responsibilities of each party in the supervision, that is, supervisor, 
supemsee and relevant organisational system
9 the level of confidentiality and information sharing between the parties
• the nature of supervisor accountability expressed in how information (if any) 
would be fed back to the relevant personnel in die organisation
• the learning style of the supervisee
• contracting between the supervisor and the organisation, and supervisor and 
supemsee
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• the professional focus
• the psychological contiact
Respondent supervisors R.3, R.5, R.6, R.12, R.21 and R.23 specifically had 
conceptualised about the nature and importance of contracting. Supervisors R.3 and R.5 
who had been external supervisors for workplace counsellors in the same organisation had 
referred to English’s (1975) concept of ‘three comered-contracf;
R3: That therefore there are various contracts binding, certainly a three cornered 
contract
The dialogue had clarified how in making a contract (overall working agreement of 
Proctor 1997) with the organisation, she had been aware of how important it had been to 
understand organisational Hssues and stt'uctiires to whom she would be accountable, and 
with whom she would need to negotiate the boundaries of the contract in the 
organisational structure. Supervisor R.5 had also specifically talked about her role in 
assisting supervisees sort out their confusion as a result of their ^tension ’ in maintaining 
the balance of psychological distance (Micholt 1992) of the ‘three comered-contracf. She 
had given an example of the kind of issue which had created a tension for counsellors as a 
result of managers having sent a client for counselling with a consequent resentment and 
reluctance in the client coming for counselling:
R.5:1 was talking about particularly in management referral which seems to imply when 
there is an issue between the employee and the organisation, I  think the policy seems to 
be, well part o f the deal you have in sorting this out, is that you go and have counselling, 
and I  think often, there s  often resentment in the client.
This dension ’ both supervisors had experienced as pai t of their relationship with the 
organisation and had managed it with ‘a shrug o f the shoulders \  an acknowledgement 
that the relationship was good enough to effectively work with their supervisees. Both 
supeiwisors had had considerable experience of working with different organisational 
contexts, and had been involved in training roles in further and higher education 
counselling courses in their professional life. I am aware from my interview with the
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professional manager of the organisation that he had intentionally promoted the concepts 
of English (1975) and Micholt (1992) as part of his study days for supervisors. I am fully 
in agreement with Proctor (1997:196) when she asserts that any supervisor working 
within or for organisational contexts:
“ needs to determine whether she is prepared to undertake any duties which
belong with management... .in voluntary counselling services the supervisor is 
often expected to be the channel of communication between counsellors and 
management.....
and
“ Employee counselling services, whether in-house or not, are commercial m
culture - any supemsor working for them may want to decide if any duty they or 
their supervisee is expected to undertake contravenes any professional values, 
and to contract (about e.g. boundaries of confidentiality^ or practice expectations) 
either at the outset or when clashes become clear as the work proceeds.”
An external supervisor (R.3) working for a commercial organisation had reported 
conflicting feelings in managing organisational expectations of clients to return to work 
when she had considered them not psychologically healthy enough to do so. I had 
received no sense that she had acted on her strong feelings.
All three supervisors (R.21, R.22 and R.23) from the Elite Focus Group had commented 
on the centrality of the importance of making contracts with supervisees and their 
contexts. One (R.23) had emphasised its importance in terms of clarifying boundaries in 
dual relationships, where supemsees will have more than one role in an organisation. 
Based on counselling and psychotherapy contracts another supervisor (R.22) had drawn 
attention to the professional focus (Berne 1966; Sills 1997; Towler 1997; Gilbert & Evans 
2000) of the contract as related to different contexts:
R 22:1 think for me it's something about the boundaries around the counselling and the 
contî'act. You know. So that many o f these people are working brief term. That i f  you are
259
working in a university context really you are helping students settle in and deal with 
their work-like almost that's the understanding. Now what can you do in six sessions?
And i f  you are doing career development, redundancy work, tluit's what you are 
counselling people for-not about their marriages. So it's that interface between the focus 
and the context. GP practices are the same. Wlmt can we do in the context given the 
limit? An.d when do you need to refer on? And that's the most prevalent ongoing question 
actually i f  I  think about it.
The professional focus had made clear:
• the contractual nature of the counselling
• whether the counselling had been time limited or open ended
• how to work within the time limited term
• the focus of chent work appropriate to the context
• when to refer the clients for further/different help
For this supervisor her contract with her supervisees had been directly related to the 
nature of the organisational context, for example, workplace. University etc., the nature of 
the counselling intervention, for example, six sessions, open ended etc., and the nature of 
referral of clients for further help.
This supervisor’s colleague (R.21) in the Elite Focus Group had highlighted his practice 
of giving time to exploring with Ins supervisees the concept o f‘the psychological 
contract’. Sills (1997: 26-27) in exploring this concept in counselling, further 
distinguishes between ‘the positive’ and ‘the negative’ forms of the psychological in 
counselling and psychotherapy contracts which I suggest are equally applicable to 
supervision. The following extract from the data had explained what he had meant:
R.21:But the other thing I  spend a fair bit o f time with them on is now on the 
psychological contract and even how you can draw up all these overt conti'acts, the 
underlying psychological issues, expectations, projections, and transferences and all 
those sort things go into this bit o f  the contract, is to be more and more aware o f that. 
R.22: Boiling away underneath...
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R.21: Like a volcano, all smooth on the top but underneath all this maelsti^om o f  stuff, you 
h-iow. And just to be aware o f tlmt people will have expectations o f you that you will not 
be aware of, and you will have expectations o f the organisation that are totally 
unreasonable (laughs) and i f  you think you can live up to those...
R.22: Forget it!
R  21: It's like looking at all those called the assumptions and expectations that arise 
underneath that.
His contracting with supervisees had drawn their attention to the unconscious hidden 
influences:
® unspoken expectations of the supervisee of the supervisor and the nature of 
supervision
• unspoken expectations of the supervisee by the organisation 
expressed as projections and transferences
His use of met^hors of ^ like a volcano ... .boiling away underneath ' had given a picture 
of both the power, and at times, the unexpected emption of these hidden influences within 
a supervision session. This would accord with Sills’ (op.cit. pages 26-27) classification of 
‘the negative’ expression of the psychological contract. The supervisor had advocated 
thorough attention to this aspect of contract making to minimise the potential for negative 
influences adversely affecting the supervision process. I think there will always be 
unawareness of unconscious material, but I would agree with these supervisors’ 
prescriptions about exploring tliese potential and hidden influences at the initial 
contracting stage as a way of raising awareness of their influence on counselling and 
supeivision practice.
In commenting on contractual arrangements between external supervisors and the 
employing organisation, an experienced supervisor (R.12) who had worked in a variety of 
contexts (social, educational, religious) had highlighted an important educational role of 
the organisational supervisor in tliis respect. Her experience had concurred with all 
interviewed external supeivisors. In this data extract she had expressed how the actual
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word ‘supervision’ had meant different things in different contexts (Copeland 1999) and 
had created differing expectations of the supervisor;
R. 12: Providing supervision doesn’t.... I  mean talldng in systems terms to a youth sei'vice 
or social service manager will mean something different.
JT: Managerial supervision.
R12: Yes!
In this study one commercial organisation had committed contractual agreements to 
p^er. However, a commercial EAP’s sole requirement had been a written undertaking 
that their associate counsellors regularly had availed themselves for supervision of their 
EAP client work. I had explored this contractual aspect with a case manager (R.8):
R8: We rely on the counsellors or the therapists whoever they might be to have their own 
siipei'vision. We don Y actually use external supervisors.
JT: But I  mean, they would, they are external to your organisation.
R8: Yes. Yes. But it’s a private arrangement between counsellor and supervisor. We 
have no say...
JT: You have no say or no input over that?
R8: No.
At the end of the interview the case manager had appreciated my having raised her 
awar eness of the issue of supervisor accountability, and had departed to reflect on the 
significance of this for her organisation.
Witiiin the process of contracting, external supeiwisors supervising in workplace contexts, 
had expressed a struggle of maintaining a focus of client work as opposed to helping 
supervisees attend to effectively managing organisational needs. This had been expressed 
by a supervisor (R23) fi-om the Elite Focus Group as an immediate response to my 
question, ‘what happens in organisational supervision?’ She had reported:
R.23: Well what springs immediately to mind when you say that is the fact that I  have 
fanned a theory which may or may not be biased that it is important to ring fence some
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time for client work because, mutually with the counsellor who is usually glad to do
that The kind ofsense I  get is that most people feel an enormous sense o f relief to be
actually simply counselling someone whose issue isn ’tone where they are grappling with 
what’s their role in the organisation as they hear this issue - and the same in parallel 
process i f  you like in supervision. It is an enormous relief to be able to talk about 
individuals and how to help them, (lots o f grunting acknowledgementfiom the others in 
the gi'oup)... .Because otherwise the pressures and the ti'emendously varied professional 
and organisational pressures that come in, in that setting do crowd out iridividuals.
These sentiments had been reiterated by other supervisors. This had raised an important 
issue in relation to how the supervision space had been created. Some supervisors had 
worked to protect a working time for clients and had worked at administrative issues at 
the begimiing of each session (R. 18). Others had chosen not to work specifically with 
organisational issues but simply to focus on client work. Others had worked at assisting 
the supervisee to understand the influence of the organisational dynamic (R.5);
.\
R.5: But I  think the other thing is the importance, I  suppose like sort o f role modelling in 
a sense, you know that the counsellor is aware o f  their own needs and what is, what to do 
with those, where to put them. You know, like looking after themselves but being very 
clear about their responsibilities towards the organisation. So encouraging the 
supervisee, I  suppose, to be aware o f  the context not only o f them within the organisation 
but them as a counsellor and how the organisation might impact on that and o f course 
their own responsibilities towards themselves.
This experience very much accords with Rousseau (1995: 9) when she writes, ‘the 
psychological contract is individual behefs, shaped by the organisation, regarding terms 
of an exchange of agreement’. Carroll (2005:13) has provided a wise warning for those 
making contracts when he writes:
“Ignoring this element of contracts (hidden/psychological factors) and 
concentrating on the overt and agreed contract often results in not 
understanding why people feel let down, betrayed and hurt even when this 
overt contract has not been broken”.
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6,3: Coping with oi*ganisationaI change
In co-creating a space for supervision, supervisees and supervisors had been faced with 
having to manage aspects of organisational change. Because I had interviewed all their 
supervisors and supervisees in two separate Focus Groups from the same EAP, I had been 
aware of a considerable weight of projected feelings towards the counselling service 
manager, resulting in feelings of alienation and anger by both supervisees and their 
supervisors. This concept has been encapsulated in Menzies (1992) research on how 
organisations defend against anxiety, and further explicated by MacKenzie (1996: 397) in 
identifying in an National Health Service context ‘the enemy within’ where the 
counsellors had had to create an ‘enemy within’ (the practice manager) of the GP practice 
as a way of managing their anxiety.
Supervisees in this context had experienced anxiety, anger and vulnerability which had 
been fuelled by a change in then counsellor status from being paid volunteers external to 
the organisation to becoming paid employees of the parent organisation. This action had 
been instigated by a decision of the parent body, not the counselling service. Whilst they 
had known that this change had been imminent they had not prepared themselves for the 
impact of the change when it happened. The Focus Groups of both supervisees and 
supervisors alike had reflected die considerable impact of this organisational change. This 
had been one aspect of change faced by supervisees within this study. Throughout the 
study the process of change manifested itself in the lives of supervisees in a variety of 
ways:
9 Change of supervisor
• Change of supervisee employment status
• Change of ownership of the organisation
• Change of duration of counselling intervention from open ended to time limited
• Change of focus in working with clients related to expected outcomes from 
counselling
• Change of working in private practice to working in an organisational context
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The centrality of change had highlighted a central dynamic of both counselling and 
supervision. Clarkson (1995: 132) citing Heraclitus, ‘the philosopher of change’ writes, 
‘Heraclitus postulated that change is the only thing in the whole world of which we can be 
certain. The nature of this change, according to him, is cyclical’. And again drawing on 
further wilting of Heraclitus she quotes:
“Upon those who are (in the process of) stepping 
into the same rivers
different and again different waters flow.
(Heraclitus in Guerriere, 1980, p. 104)”
This metaphor had highlighted the central notion of the core category and psychosocial 
process -  change as a pivotal aspect o f ‘flux and flow’ in the supeivisory field.
Some supervisors had been equally clear that part of their responsibility in supervision 
had been to facilitate supervisees in managing organisational change.
Another supervisor R.5 had commented on how she had helped supervisees manage 
uncertainty about the future of their service through having used the energy from her 
prejudice in first empathising with them, and then helping them identify and work with 
their need:
Æ5; No. What it does is, i f  the supemsee, i f  it(the issue o f organisational change) comes 
up in the context o f the supervision, you btow, part o f me wants to say ‘yes and it’s really 
disgusting’ (laughs together)... so I  really empathise because o f my own prejudice rather 
than because, that is something I  need to keep out... to actually work with the supemsee 
on actually what their need is, what they have to deal with.
Supervisors from the EAP Focus Group had all been challenged by the negotiations that 
had been encountered as a result of the par ent organisation having decided to change their 
employment status. For one it had so profoundly affected her that she had felt that 
continuing to act as supeiwisor would have been difficult to maintain. Two supervisors 
who had been previously employed as full time employees by the parent organisation had
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seen their new external status as liberating and clearer than before. The other had felt 
excluded from the organisational perks she had enjoyed, for example, free membership of 
the British Association for Counselling and Psychotherapy, and free attendance at the 
annual EAP training conference. All had been faced with helping their supervisees 
manage a change from acting as volunteers paid by honorarium to part time employed 
counsellors. What I had noticed in their reports had been a re-experiencing of personal 
material impacting on their self-management as supervisors.
6.4: Supemsees educating extemai supemsors
The concept of supervisees needing to educate external supervisors emerged in both 
workplace settings and in a voluntary counselling service. In a workplace setting a 
supervisee (R l)  had expressed how she had had to educate the external supervisor both 
about the nature of the organisation and the different kinds of interventions she used in 
her work with different clients. She had experienced this as having to use valuable 
supervision time for something which she felt had been the responsibility of the 
organisation:
R l : ..... I  have to explain which organisation, what their particular unique style is, aiid
that detracts from me being able to discuss the client and also me in this relationship.
Having reported that she had felt that external supervisors had provided a more competent 
form of supervision, one supervisee (R.7) reported that she had expected to educate her 
external supervisor as part her role. Others, whilst not making this aspect of their role 
explicit within the research, implicitly expected to provide as much information about 
their contexts as would assist an effective supervision. External supervisors (R3., R5., 
and R. 12.) had reported that they had relied on becoming informed about the organisation 
from their supervisees.
I believe supervisors in organisational settings should make efforts in understanding the 
organisational setting through discussion with managers of the counselling service, and 
also familiarise themselves via organisational literatuie (Towler 1999), This can lessen the
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possibility of intrading on die supervision space of supervisees, and supervisors taking 
more ownership of theii* role.
6,5: Working w ith‘difficult* clients
Working with difficult clients had been a focus of supervision reported by ail supervisees 
and supervisors. Dimensions of difficulty reported by supervisees had included:
• managing safety issues for the client and the supervisee
• managing confidentiality
• sorting out transferences
• managing manipulative clients
• managing the tension between the clinical need of the clients alongside 
organisational need
• managing a professional self image
Presenting difficult clients had been expressed in a problem centred approach to using 
supervision in contrast with the potential to use supervision for celebrating work with 
clients. The example of a supervisee working in a voluntary church counselling service 
had included the dimensions of the trainee counsellor having needed to have received 
effective support and guidance from his supervisor, and having had to manage his 
professional competency. Workplace counsellors and those working for EAP services had 
reported having constantly been faced with the impact of organisational constraint, for 
example, time limited interventions, the need to get employees (clients) back to work in as 
quick a time as possible. Managing pressures like these had precipitated counsellor 
anxiety, and had caused them tension by having been pulled by both the need of the client 
and organisation (Towler 1997). I had found the workplace counsellors had a greater 
awareness of this tension than those in other settings, for example, voluntary settings. I 
think this is directly related to perceived differences in the influences of organisational 
culture and levels of managerial support for the work. In turn, I believe this is related to 
the capacity of counsellors to learn live resourcefully in their respective organisations.
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A trainee counsellor (R.9) working in a voluntary setting had used his supervision to ‘look 
a t’ his clients with his supervisor (internal to the organisation) who had also been the 
counselling organisation’s assessor. ‘Looking a t’ his clients in this context had meant:
• gaining a wider perspective (Inskipp & Proctor 1993) borne of the more 
experience of the supervisor
• gaining a greater awareness about the supervisee’s uncomfortable feelings about 
his clients-looking at issues of transference and counter-ti'ansference
• an exchange of ideas about what was happening in the counselling process
• a consideration of theory related to the counsellor’s practice
• the application of ethical tiiinking particularly in relation to boundaries
All of this seemed to have centred on his presentation of ‘difficult’ clients. His supervisor 
had worked internally to the organisation and had exercised a monitoring control (Carroll 
1996; Holloway 1995) of the supervisee’s work. The consequence he had reported was 
one of feeling veiy supported and helped with his client work:
R.9:..... she was veiy, veiy supportive which wnfj exactly what I  needed. I  had some
pai'ticularly difficult clients to begin with and the support I  got from her was very much 
needed and appreciated at the time.
In this voluntary context the notion of potential litigation had not been mentioned by the 
supervisee. However, a hidden influence in this context had been the supervisee’s need to 
successfully complete his training and to have thus demonstrated a good use of his 
supeiwision time, and a practical application of theory to practice:
R.9: We looked at various theories whilst looking, whilst using the supervision which was 
good as far as I  was concerned. Arid it helped me certainly helped me with my work with 
the client.
His situation had been exacerbated when he had had to change being supervised by an 
internal to an external supervisor. Here he had been faced with intra-psychic pressuies of 
managing a change of supemsor, working with a particularly difficult client at the time.
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little chance to build a working alliance with the new supervisor, and experiencing 
feelings of inadequacy as a novice counsellor:
R 9 : ............... I  have a client who rolled over between the two supetvisors and it has been
the most difficult client I  have been told Fm probably ever likely to have. And I  was also 
told by my supeivisor that even the most experienced counsellors would find this one 
ti'icky. So then what happened was, because I  have got a client Fd been seeing quite a few  
sessions, then going to see this new external supeivisor. We’ve needing a lot o f support 
ethically...you know she was pushing eveiy kind o f way this client. I  was then happy to 
ring this supervisor up, which is fine but considering that we hadn't formed a relationship 
at the time o f having to deal with particularly difficult issues. So that in itself was difficult.
A change of supervisor had elicited negative feelings about his level of competence 
(Chapter 4.1) and had precipitated strong feelings of anxiety from childhood about his 
current performance as a counsellor. Thus, in addition to working with difficult clients a 
change of supervisor had caused self doubt about his competence as a counsellor 
especially since he had been in the middle of working with a pailiculaiiy difficult client.
One supervisee (R. 1) from a workplace context had described working with difficult 
clients as ‘case discussion’. In the early stages of her relationship with her supeivisor she 
had felt tyery responsible ’ as she had shared information about her clients. This had been 
coupled with her need to feel sure that her work had been OK {(what you imagine ).
Again, the quality of the relationship with her supervisor had been paramount in being 
able to work effectively with what Page and Wosket (1994) call ‘the reflective alliance’ 
and Proctor and Inskipp (1993) ‘the working alliance’:
R l :  So going back to supeivision and what it does for me the most paramount thing for 
me was getting that relationship as near to where I  felt able to talk to her about the case 
work in confidence.
The content of the supervision had been used to check out the suitability of the 
intervention, for example, adwce, counselling, infoimation etc.(see Figure 6.3 on page
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Figure 6.3: The NVQ continuum, illustrating the development of employee
support interventions - Janes 1992 cited in Carroll & Walton 1997.
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270). She had indicated very strongly that counsellor, organisation and client all had had 
different expectations;
R. 1:..........yet my other supervisor understood much more clearly that sometimes we are
actually giving advice,.
JT: Uhm.
R.J:  guidance, sometimes being very directive and may slip into counselling skills,
um. but not every interview that I  do involves counselling contracts.
This had also related to her anxiety about how her supervisor viewed her work, that is, 
that she was incompetent. In the following piece of dialogue the supervisee had been 
relating an experience when her supervisor had not understood the pressure under which 
she worked:
R.1: She thought of, ‘you were upset, you know, is there no mechanism by which you 
could hold back that next one or do anything? ’ And you Imve to say ‘no \ And again it 
was important that I  got it across to her it wasn't that I  was lacking in my inability to 
organise my day but that’s the demands o f the business. And so as I  say I  think some o f  
that must come fi'om her not quite being wholly in tune. She’s much more in tune now.
This had been a good example of how psychological, legal and economic pressures had 
influenced the choice of what the supervisee had presented in supervision, not least 
because of the potentially conflicting expectations of the supervisee, the supervisor and 
the organisation. She had been influenced:
• psychologically having resulted from die supervisee’s intrapsychic nature in 
having felt over-responsible for her clients, anxiety from imagining that her 
supervisor would have viewed her as incompetent, and unsureness about the 
nature confidentiality
• legally and organisationally by an increasing culture of litigation in organisations 
as a result of stressful working conditions
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• economically by the organisation having expected her to work a wall to wall client 
day with few spaces in between, and a reduction from six to four in the number of 
sessions offered to chent
It has to be noted that this supervisee was a complex mixture of ‘novice stage’ 
development (Hawkins & Shohet 2000) for her counselling work but was a mature 
practitioner in her welfare role with the organisation, and having demonstrated an 
awareness of the influence of organisational dynamics.
Supervisors in workplace settings had reported assisting their supervisees to understand 
difficult clients in relation to the context. Supervisor R.5 expressed this aspect thus:
R.5:........ enœuraging the supervisee to examine, you know, first o f  all be aware o f what
they felt they need to talk about, you know, and encouraging them to really examine for 
themselves, you know, what, how they may have dealt or worked with a client, what sort 
o f interventions, their awareness o f their own process, thoughts, feelings and also 
obviously o f the client - so which, and o f their responsibilities towards the client and the 
organisation always. There is always this sort o f balance isn’t there'i
In managing difficult clients an important feature for many supervisees had been the 
accepting and holding aspect of their supervisor’s role, and the oppoitunity to be able to 
receive support on the telephone between supervision sessions. Webb (2000: 68-69) from 
her research reminds us of the ‘difficulty in speaking’ for supervisees for fear of being 
judged by the supervisor. This had certainly been reported by one supervisee (R.9) in the 
process of changing supervisors. However, his experience of his new supervisor had been 
very positive because of her supportive, accepting and holding qualities.
As reported elsewhere (chapter 5.3.5) supervisor R.12 had given a very detailed account 
of her process-orientated way of working with a counsellor who had risked presenting an 
experience with a client in which she had become ‘frozen’, and thus, unable to progress 
with the client. Openness to present difficult cases in supervision on the part of 
supervisees had also been influenced by a fear of the critical voice of the parent and or 
counselling organisation.
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6.6: Personal and professional development
Supervisees varied in the extent to which they had felt free to use their supervisory space 
for personal and professional development Clarkson (1995: 56ff) has provided a useful 
model in which she defined professional development as:
“...the transfer of knowledge, skills and techniques which are instrumental - the essential
information and skills required for a chosen profession, learning how to do,
doing.”
She has defined personal development as a combination of that capacity which comes 
from ‘gaining information for the self through therapeutic experiences, such as, 
counselling, co-counselling etc. (learning how to be) and its overlap with professional 
development (learning how to do) -  see figure 5.3 on page 200.
For supervisees this had been influenced by a number of factors:
• age and stage of supervisee development
• nature and extent of personal crisis
• supervisee’s capacity to be transparent about their client work
• support from the organisational culture 
9 constraints on the supervisory space
Two supervisees from two different voluntary organisations which had exhibited 
supportive cultures had reported having experienced high levels of personal and 
professional development. The story from the interview of one counsellor (R.7) from an 
alcohol and drugs agency had been permeated with the experience of total support for her 
personal and professional development from her internal supervisor and the organisation. 
She had believed this had stemmed from the congruence of the values and beliefs between 
the client group, the staff and the organisational purposes.
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Her supervisor had initially trained her as a volunteer in the agency, and had actively 
encouraged her to receive appropriate training for the role of a supervisor. She had talked 
about her work in the counselling service in terms of a personal and professional journey:
R  7: Well one example which sticks in my mind was when I  noticed that I  was becoming 
needy o f  a new learning experience, maybe to do some more study and I  was casting 
around looking for something and she said why don 7 you do some supervisor training? 
And I d  been working as a supervisor at that time for about four years or so and I d  put 
that out ofmy mind because I  thought Tm probably not ready for that yet. I  was intensely 
interested in studying to be a good supervisor but Ihadn’t ever mentioned it because I  
thought I ’m probably not ready yet And she actually said why don ’tyou do that so that 
she was actually letting me know that I  was ready and for what I  was ready (ahm). So I  
then gave it some consideration.
The supervisee’s personal and professional development had taken place because:
• the values and beliefs of the contextual culture had created an appropriate climate 
(conditions) to support and actively encourage her
• as a consequence she had felt motivated and committed to her work and the 
counselling service and had been able to extend her professional life by training to 
become a supervisor
• her positive self image which had been encouraged by her supeiwisor and the 
organisation, coupled with her age and stage of development had been 
instrumental in her professional progress
« her growth had been contingent on her positive feelings about her organisation.
Since the supervisee had been recommended for training by her internal supervisor I had 
mused how much the supervisor’s encouragement might have been influenced by 
economic and political reasons (hidden and unconscious). How much had the offer been 
made from a collusive stance stemming from the supervisor’s desire to keep counsellors 
within the agency, for financial economy or fi:om her own intrapsychic unawareness?
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One supervisee, a trainee counsellor (R.7), had reported having received considerable 
support in his personal and professional development. As a trainee I had experienced his 
enthusiasm for learning the art of counselling and he had reported overwhelming support 
from his supervisors:
R  7: And because I  am more towards Gestalt than PC (Person-centred) or Existential 
That does sit with me, you know, the ownership etc., responsibility. I  would say that I  have 
learned a tremendous amount o f  theory frotn this supervisor and a tremendous amount o f 
one, ethics again and secondly the actual, I  suppose the actual practice with the client...
and when he had reflected on the transition from one supervisor to another:
R. 7: Yea. I ’ve only been here a few weeks and already I ’ve had to phone her up three 
times. And that did create quite a big anxiety. And what it actually brought up in me... I  
always remember when I  was at school going from one year to the next. When I  was in 
this first year I  was getting all high grades, very, very positive experience. Moved up a 
year, right down the bottom. And that’s what was actually going on for me. You know it 
felt like that.
JT: So it’s like with the first supervisor, it was like you got lots and lots o f strokes 
R7: Yea
JT: ...for doing well You were very well held- and like, your imagining, or your 
projection...
R. 7: It is my projections...
JT: ... .where she thought you were useless.
R. 7: Yea-a beginner!
The capacity of the supervisee to have developed personally and professionally had been 
the result of a combination of his motivation to learn with a supervisor who had provided 
a supportive, non-judgemental climate. His supervision had sounded like the best tradition 
of self-directed learning where the supervisor ‘works to understand the student and to help 
her understand herself. She helps her explore what she has learned and to begin to plan 
how she can apply that to the work with clients’ (Charieton 1996: 91). Charleton makes 
the point that the process in supervision ideally mirrors the process of counselling where
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the counsellor ‘takes great care to respect and enhance the autonomy of the client; we do 
not make decisions for her or tell her what to do’ (op.cit 13).
This supervisee had not indicated that he had chosen explicitly to explore with his 
supeiwisor the intrapsychic aspect of his experience, his feeling of being useless. Was this 
because his supervisor had not noticed ^ s ?  Was it because the supervisor was new and 
therefore assessed that the working alliance had not been strong enough? Was the 
supervisee clever in his ability to hide these strong feelings of ignorance and shame 
(Lidmila 1997)? Again, there had been no mention of any supervisor help in working with 
the inter-face of client, counsellor and organisation. I had to reaüy press the supervisee to 
discover this. I had deducted that it had not been part of his awareness neither that of his 
supervisor. He had confirmed this fact.
Another supervisee, also a novice counsellor (R.1) in a workplace context, had been very 
clear that such had been the strength of her feelings about the non-co-operation of the 
parent organisation in respect of her disability, that she had used her supervisor for 
support and resolution of her crisis. The supervisor had assisted her with emotional 
support and personal development to empower her to act decisively. The decision to work 
on the ‘counselling task’ (Carroll 1996) in supervision is an important aspect of the 
working agreement negotiated by supervisor and supervisee at the commencement of a 
contract of supervision. Supervisors differ in the weight they give to this aspect on a 
continuum from not permissible (Altucher 1967; Banikiotes 1975; Blocher 1983) to being 
seen as an integral part of the supervisory process (Arbuckle 1963; Carkhuff, Kratochvil 
and Friel 1968; Wessler and Ellis, 1980).
I had estimated that this supervisee had reached a point of desperation and frustration in 
her bid to have her problem taken seriously by the management of the parent organisation. 
Her day to day performance had been severely affected and her external supervisor had 
provided a safe space in supervision for the issue to be aired. The result had been 
empowerment for the supervisee. A further consequence of this dialogue with her 
supervisor had resulted in a deepening of their supervisory relationship. Again, it has to 
be asked, ‘how much had the supemsor been motivated in her support for this supervisee
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from her own strong negative feelings about the organisation?’ Whatever the reason, the 
outcome had been reported by the supervisee as very successful.
I wholeheartedly support the concept of the supervisory space as a place where 
supeiwisees can gain support, challenge, insight and understanding for intrapsychic 
difficulties which impact on their practice. The organisational supervisor whilst not 
needing to act as advocate can be a powerful support to the supervisee (who feels like a 
small person) to challenge the organisation (who is represented as the Great Powers) 
(English, 1975).
For a counsellor (R. 11) who had been at the ‘master craftsman’ stage of development as a 
supervisee and as a therapist, had identified her respect deepening for her supervisor as a 
result of her supervisor’s bemg able to meet her changing professional needs as a 
therapist:
R 11:1 would think it is different things over a period o f years, mostly because my needs 
have changed over time. So one o f  my supervisors who I  have had since tiaining, which is 
a veiy long time ago. My needs were very different at that time. What I, in terms o f  input, 
I  needed more information, I  needed more skills and reviewing. So I  guess that something 
which is going to remain the constant over a period o f  time would have been a sense o f  
respect, tlmt I  felt respected by my supervisor, and feel respected by my supervisor 
wherever I  happen to be although the things we might do could be quite different. And 
part o f  that respect is, you know, kind o f knowing where I  am at in my development as a 
counsellor.
This deepening of the supervisory relationship through the maintenance of trust she had 
seen as pivotal to her professional development. It had been the sensitivity of her 
supervisor about what not to offer her as much as what she did offer. She had reported 
how important it had been for her to be open and honest with her supervisor and receive 
acknowledgement which also had created a strong bond of trust between them:
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R.11: I t ’s kind o f  that loop because once you feel able to say that, be aclmowledged in 
that way you kind o f get to know each other a bit more. That then makes you h'ust and 
respect one another a bit more.
In another part of the interview she had shared how she had used her supervisor to regain 
"'her voice ’ when she had felt not heard.
This experience had resonated with much of the Rogerian (1980) concept of the centrality 
of the demonstration of the core conditions of empathy, congruence and respect as the 
‘necessary conditions’ for effective counselling. As a seasoned psychother^ist, 
maintaining her personal therapy, there had been no expectation on her part to explore 
intrapsychic crises with her supervisor. As an associate counsellor for an EAP, any 
professional difficulties affecting the organisation, she had discussed with the EAP case 
manager. Again she had reported an experience of a relationship with the EAP case 
manager as one based on mutual respect and trust as a fellow clinician:
R.11:1 could talk to the case manager and we could discuss a stiategy for dealing with 
that. And I  had a sense ofti'ust because they are clinicians as well...
JT: Uhm. Uhm.
R. 11: ... kind o f really had a sense o f talking to a clinician who also had that interface 
with the organisation. So there is a sense o f containment and protection ...
This feeling of being ^contained and protected’ha.à been experienced as a very positive 
aspect of working for the organisation (chapter 5.2.3). Counsellors who work outside their 
organisations do not have the same pressures and dynamics to manage as those who work |
internally and therefore are a part of the organisation. In the supervisees I had !
interviewed, those working in organisations had reported a high incidence of stress caused '
directly or indirectly by different organisational behaviours. Those working outside 
organisational boundaries reported fewer incidences of stress resulting from the 
organisation.
What I had found lacking in the testimonies of the supervisees had been few examples of 
how external supervisors had helped them to explore the inter-face between counsellor.
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client and organisation. I agree with Pengelly and Hughes (1997: 87) in writing about 
supervision in Social Work when they state:
“It will be clear by now that we consider supervision to be crucial in 
addressing the impact of counter-transference, in whatever way it presents.
This goes well beyond what Hawkins & Shohet (1989) call ‘pit-head time,’
That is ‘the right to wash off the grime of the work in the boss’s time’ (p.42).
The significance of supervision lies rather in the search for meaning in the 
‘grime’ of difficult work-related feelings.”
‘Grime’ for supervisees working as associate counsellors for an internal EAP had been 
largely associated with what they had perceived as irrelevant administrative tasks and 
managing organisational change as their employee status was in the process of being 
changed. They had reported that at the time of interviewing their supervisory space had 
been intruded upon by coping with what this change would mean to them, coping with 
arduous paperwork as well as managing their work with their clients. Their various 
reports had indicated that their supervisors, who also had been undergoing a similar 
process, had provided them with support and challenge in working through some strong 
counter-transferential feelings about the parent organisation and the counselhng service 
manager.
In managing their role with the organisation these supervisees had responded with 
different strategies including:
® seriously considering leaving the organisation
• ‘keeping my head down’
• allowing themselves to feel angry and exploring this in supervision
• ‘I can’t take it (the organisation) seriously’
As strategies in the short term each of them had seemed to have some merit as coping 
mechanisms. Not to have resolved the negative transferences with the organisation may 
well have resulted in disaffected practitioners which in turn could have impacted on their
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client work. Such ‘grime’ had needed acknowledgement for the discomfort it had caused 
and a healthy strategy for lessening its impact in the future.
In another Focus Group their supervisors had reported how challenged they had felt in 
containing strong supervisee feelings, had noted the incidence of ‘parallel process’ and 
their capacity to manage these experiences. One supervisor (R. 19) had given a very clear 
sense of her role in helping the supervisee work through her concern about the 
organisation:
R  19:However, some o f the counsellor’s work might he about the counsellor‘s own sense 
ofsecurity or how they might relate to authority issues, so that might be a blind spot for 
the counsellor with the client The organisation can be the bad parent as to the client and 
to the counsellor and my role then, assuming that I  don 7 see the organisation as the bad 
pa?‘ent as well is to endeavour to bring that out into the open and to awareness
Later on in the interview she had been open about her view of the organisation as ‘bad 
parent’ and how this had challenged her in each supervision session during this period of 
organisational change. This had demonstrated a difference in supervision from other 
organisations where the interface with the organisation had been ignored, maybe 
unconsciously. She had identified the issue of managing authority as significant in 
counsellor development.
One male supervisee (R13) from the above group had been very ambivalent about his 
behaviour with his supervisor in respect of how he had learned within supervision:
R 1 3  I  mean it will always start by my supervisor saying, ’how are you today? ’ And
it’s almost as though it gives me the right, although I  don Y say it, Tm  feeling a bit 
vulnerable today ’ or whatever. And I  always find myself being opened up about how I ’m 
feeling, in relation to being with the supervisor that day, in relation to being with a client, 
how I ’ve been feeling with the client or the clients I ’ve just gone through on the admin 
side. And so I  tend to find that’s ve?y helpful. I  like that. I  like to be brought back to the 
idea o f how was Ifeeling in the relationship with the client, am I  mirroring it now in 
being with the supervisor. And so they are the sorts o f things that get me involved. So
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often I  am tiying to put into practice, I  suppose what textbooks and supeiwisors always 
preach, which is be your own supervisor in the sessions and afterwards and reflect. And I  
am generally like that now, increasingly so that I  am using the session to share my 
reflections and my thoughts and my own internal supervisor which took a long while to 
grow I  have to say, and really isn’t jiilly formed yet. So Fm using that, but there are times, 
that I  say when I  want to say, I  don't say it, but Has though supervisor and supervisee are 
saying, ’your internal supervisor seems to be switched o ff today \ and my supervisor will 
feed me. I  keep coming back to this, ‘feed me, Fllfeed you the answers ’. And I  just notice 
that
This supervisee had been appropriately transparent about his process in the interview 
which I felt had mirrored what had happened for him in his supervision space. He had 
learned from his supervisor the importance of exploring his intra-psychic and 
inteipersonal processes and the insight that had brought to his understanding his work 
with clients and his relationship with his supervisor. This had accorded with his 
supervisor’s stated way of working by empowering her supervisees through helping them 
to develop their ‘internal supervisors’ (Casement 1992: 31-2). He had also learned how to 
manipulate his supervisor by with-holding the disclosure of his internal process, and he 
had found this unhelpful.
He had been trained in an integrative approach working in organisational contexts. His 
supervisor had been trained in a psychodynamic orientation. The following had been a 
testimony of openness to his learning with her:
R. 13: Well, I  used to feel that she didn 7 understand me and that she didn 7 understand 
that I  was working to a diffei'ent theoretical model to her which was psychodynamic, hers 
was psychodynamic. And she kept introducing things like transference and things like 
that. I  used to say. Look! My model tells me I  ignore transference, I  Mil it dead (laughter) 
and I  was veiy frantic. And thett I  started to realise that she was giving me gold dust, it 
was manna from heaven there that I  was just, I  wasn 7 even seeing, and therefore I  wasn 7 
able to help my client either with this additional insight, so l ,  when I  started to be able to 
realise that my model could, the answer is when I  beefed up my personal model o f 
counselling to such an extent that it became a natural part and it was truly integrative I
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was starting then to be able to take in stuff from her and realise the value. So it was a 
realisation o f the immense value that she was to me.
The supervisee’s readiness to learn from concepts from another theoretical model 
(psychodynamic) had deepened and extended his learning about counselling. Such had 
been the impact that he had called the new learning ‘gold dust\ precious and rich in 
content, and a spiritual metaphor of ‘manna from heaven a windfall of nouiishing and 
sustaining food. Being fed over a period of time had enabled him to integrate this way of 
seeing experience (using the concept of transference) into his counselling model.
In the discussion which had followed the Focus Group interview, the same supervisee had 
expressed how disappointed he had felt about his supervisor in that she had never 
explicitly worked with the influence of the organisation in work with his clients. The 
following dialogue I had found immensely instmctive in this regard, including the final 
retort of one of his colleagues:
R.13: ... .for the counsellor involved with timning this was a key part o f being a 
counsellor, and yet it doesn 't feature. Organisational supervision doesn 7 feature at all as 
far as I  can see.
JT: So briefly how do people, the rest o f you respond to that in terms o f your experience? 
R. 14: I  think (name o f counsellor) is absolutely right and Fm glad! (laughter).
Organisational supervision for that supervisee had meant paying serious attention to the 
meaning which he had attached to the administrative task of supervision (Carroll 1996) 
including the content of client evaluation forms within the supervision session. For him, 
both had contributed to what he had called the ‘toxic ' parts of the organisation, those parts 
which had created distress and dysfunction between the parties involved in die 
counselling contract including a consideration of the relevant systems of the clients. He 
had continued to explore an example of how he had felt about the negative behaviour of 
the counselling service manager, and how her influence had impacted on his practice. He 
had seemed to imply that no one in the organisation had taken the administrative tasks 
seriously, that somehow the parties had colluded to keep the contents a secret. This had 
sounded very similar to the concept of the ‘addictive organisation’ of Hawkins & Shohet
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(2000: 174) based on work by Scaef and Fassel (1990). I quote their fourth form of 
addiction which contains elements of what happens when the organisation acts as 
‘colluding as a co-dependent’:
“Where the organization is itself thé addict. Here, the organizational 
system functions in a parallel way to an addictive personality. The 
organization becomes unable to face its own truth and confront its own 
difficulties, starts to rationalize and defend dishonest and abusive behaviour”.
White’s (1997:198 ff) research on stress and distress in the workplace has highlighted the 
importance of distinguishing between being a ‘toxic worker in a healthy organization’ and 
‘a healthy worker in a toxic organization’. His argument is that healthy organisations, 
having identified the toxic elements, are willing to change, whereas ‘toxic systems, in 
contrast tend to perpetuate harmful conditions over long periods of time’. My experience 
from those I had interviewed had been of the former kind.
Both Hawkins and Shohet (2000) and White (1997) advocate an interruption to the 
collusion and negative behaviour. Depending on the emotional competence of managers 
and supervisors this can be an immensely challenging area for supervisors. In the next 
section I will discuss the role of some supervisors in organisations who had fiilfilled the 
role of ‘toxic handlers’ (Frost & Robinson 1999), those who ‘voluntarily shoulder the 
sadness, frustration, bitterness, and anger that are endemic to organizational life’ (op.cit. 
98).
Garrett and Barretta-Herman (1995:100) based on Brunk’s (1991) research, in proposing 
a model of professional development in relation to supervision for social workers sun^ up 
the need to include the organisational dimension as a crucial focus for professional 
development:
“Since it is important to consider supervision from a systems perspective, 
a critical task of the supervisor is to help the supervisee understand the 
subsystems in an agency and the ways these subsystems interrelate, share 
orientations, and conflict with each other (Brunk 1991). Agency philosophy.
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system conflicts, supervisee perceptions of the agency, and client influences 
on the agency should be addressed in supervision (Brunk 1991).”
I would strongly suggest this is a cracial element for supervisors to facilitate for 
counsellor professional development in organisational contexts. This is important both to 
raise counsellor’s social and political awareness of how their work can be influenced, and 
psychologically in helping them sort out between intra-psychic, inter-personal and inter­
systems (organisational) influences.
6.7: Exploring ethical issues in supei*vision
In this final section I will discuss the significance of the issue of how supervisees had 
managed ethical issues in their counselling work, and how supervisors had assisted them. 
All counselling/psychotherapy professional bodies promote codes of ethical practice. The 
British Association for Counselling and Psychotherapy (2002: 3) delineates the ‘ethical 
principles of counselling and psychotherapy’ as those of:
» fidelity: honouring the trust placed m the practitioner
• autonomy: respect for the client’s right to be self-governing
• beneficence: commitment to promoting the client’s well being
• non-maleficence: a commitment to avoiding harm to the client
« justice: the fair and impartial treatment of all clients and the provision of adequate
services
» self-respect: fostering the practitioner’s self knowledge and care for self
The promotion and maintenance of these principles is the joint responsibility of 
supervisee and supervisor alike.
All supervisees interviewed had explicitly mentioned that supervision had been a space in 
which they had felt they had been able to consult about ethical issues, especially those of 
client safety. Counsellors in workplace settings had placed considerable emphasis on how 
growing legal influences had affected their practice. One workplace counsellor (R.2) 
specifically reported a particular recent example which he had taken to consult with his
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supervisor and a third party in his organisation. This had concerned a decision whether or 
not to break confidentiality about an anxious client who had disclosed that her partner, a 
drug-user, was currently physically beating her two young children. He had reported his 
consultation with his external supervisor:
K2:1  had to take advice on breaking confidentiality because Ifelt I  had a duty o f care 
towards the children and I  couldn’t just allow it to continue. The way I  did that in 
consultation with my supervisor, which is my preference, is that I  got, I  encouraged my 
client to contact Social Services.
In a workplace context the counsellor has a ‘duty of care’ which he must promote as a 
member of his profession, and as part of the expression of his employer’s ensuring health, 
safety and welfare at work for employees (Jenkins 1997: 64ff). In this instance the 
counsellor’s duty of care had extended beyond the boundaries of the workplace to the 
client’s home where children had been at risk of physical violence. A decision whether or 
no to break confidentiality had not been as clear cut as it might have been in organisations 
where there had been prescriptive policies with regard to the welfare of children.
As a consequence of his anxiety about ‘getting it right’ for this organisation, the 
supervisee had discussed the issue of the potential breaking of confidentiality with regard 
to the safety of the client’s children and maybe herself. This had resulted in the supervisor 
having advised him to discuss the issue further with the client, suggesting that she should 
report the situation to her local Social Services. This she eventually had done. What had 
interested me had been the part the organisation had played in assisting the counsellor to 
manage this ethical dilemma:
R2: A fairly neutral part, actually. The organisation’s view was, and I  did go to a 
particular contact thatwe have in the organisation, was that um... 'let’s see what happens 
at the next session ’. Almost a holding type which mirrors what you are saying, holding 
those emotions, as you were saying I  guess, almost like a holding exercise. I  wasn’t 
comfortable with that and that’s one o f the benefits also o f supervision. It does give you 
an external person to talk to.
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The counsellor had indicated that he had not received sufficient support from the person 
he chose to consult with in his organisation. I had forgotten to follow this up in the 
interview. My sense had been that it had been a colleague who had trusted to support him 
and this had not been forthcoming. So diligent and anxious had he been that he also had 
contacted the British Association for Counselling and Psychotherapy Helpline. This 
supervisee had been exercised in how to manage appropriate fidehty on his part and 
allowing the client her autonomy in respect of her decision making.
The evidence of a trainee counsellor (R.9) in a voluntary church setting had been of 
having to work with clients of varying psychological dysfunction including having to 
manage the difficulty of the behaviour of other third parties in the organisation (the 
concept of organisation as client-Pickard 1997). He had experienced another practitioner 
(not a counsellor) in another role encouraging a mutual client to seek help from 
elsewhere. The following piece of dialogue had demonstrated the difficulty for the 
counsellor being identified with the beliefs of a third party:
R.9: (pause) This chap who actually went to see the Vicar-ævi it was about the 
conversations that he had with the vicar-what the vicar was recommending to him. Who is 
he? Is he the counsellor or the vicar?
JT: So you were irritated by that by the sounds o f it?
R.9: Yea. I  was irritated by it but also appreciated that that was what happened, that was 
part o f  i f  you like the Vicar’s job, you know to support his clergy.
JT: Butfi'om what you were also saying before, it sounds as though whilst on the one 
hand, it’s like, yes the Vicar’s doing his job and at some level supporting this client, and 
on the other hand it felt like you two could be working against each other.
R.9: Yea. It only happened the once, when he spoke to the Vicar, (pause) The Vicar would 
have been speaking from his beliefs as far as God is concerned. O.K. I  am speaking from 
a therapeutic angle and the two don’t tnix, not always (laughs) and that’s where I  think 
the problems arise. Because lam  part o f the organisation, the church counselling service 
that my client would immediately believe that what the Vicar said is what I  thought. And 
that is not necessarily the case.
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The difficulty he had discussed in supervision had been how to manage his strong feelings 
about the actions of the client and the Vicar, one of working in conflict with the Vicar, 
and one of difficulty in being identified with the beliefs of the Vicar in respect of seeking 
help elsewhere, hi this case the Vicar had suggested to his client that he might turn to 
prayer (God) as an alternative form of help. The supervisee had continued:
R9: So I  understand all the politics as far as that's concerned but I  equally don 7 think 
that it helps me with my client.
As a trainee counsellor on placement challenging the authority of the Vicar had not felt an 
option. His dilemma had been further exacerbated by his supervisor having been a 
member of the church congregation. As I discussed in Chapter 4.3.2 the supervisor 
eventually had closed the supervisory relationship and the supervisee had been referred to 
an external supervisor. He had disclosed a sunilar difficulty in relation to another client 
from a church congregation who having previously disclosed having been sexually abused 
by a family member and having felt suicidal, had decided not to continue counselling 
following a church contact who had suggested ‘that their energies would be much bette? 
o ff concentrating on God and how God can heal them . Such had been his angst, he had 
questioned whether or not he should have continued to counsel in this setting. Irrationally, 
in my view, he had thought that somehow he had broken confidentiality. In reality it had 
been the client who had chosen to share the information with fellow members of the 
congregation. Again, the exercise of having shown an appropriate expression of fidelity 
and having allowed the client to have managed her perceived autonomous decision had 
caused the supervisee considerable angst. I say ‘perceived’ autonomy only to indicate that 
because of the power issues surrounding what at times can be an extremely authoritaiian 
organisation (the church), her decision to leave therapy may not have been very 
autonomous!
A supervisee (R.7) in her voluntary counselling service had expressed her concern for the 
safety of her clients by the trust she had put in the internal supervisor. Her supervisor had 
provided the ‘holding support’ she had needed in working with her clients. The supervisor 
had always provided the means of support however unsafe she had felt. My imagining had 
been that her internal supervisor had had a colleague with whom she would have had
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constant contact on a daily basis and therefore bodi actually and symbolically had 
represented safety for her. In supportive organisational cultures being able to ask for and 
receive support when needed, is a strong characteristic. When talking about how she had 
managed difficulties in the organisation she had said this about her supervisor:
R. 7: And the person I  am working with needs to be safe. Now if  anything got in the way o f  
that like being assigned a supervisor that maybe who wasn’t suitable or helpful that 
would not be safe for the client so itwouldn 7 be right. I f  there's no other way o f changing 
this r i l  have to. (ahm) do the work but it will have to be somewhere else, and that might 
be hard for a while. So it never came up because the person who was assigned was what I  
needed.
She had felt so strongly about the need to totally trust her supervisor that she had declared 
that she would probably have had to leave if this had not been so. I found this expression 
of total trust surprising since the counselling service had operated a system of dual 
relationships where internal supervisors also had been line managers. As reported 
previously, I had sensed this counsellor had found it difficult to acknowledge the 
implications of working with the shadow side of the organisation (Egan 1994, Holder 
2003). Maybe this statement says more about my experience of mistrust in some 
organisational settings!
Two experienced supervisees, who also had been supervisors, whilst mentioning that they 
would take ethical dilemmas to their supervisors, had felt confident about managing this 
aspect of their work. One of them (RIO) had talked at length in the interview about how 
she had worked with her supei*visor about her feelings of safety in working with a 
manipulative client. The conditions of the context had allowed up to six sessions. The 
crux of the work with the client had been an experience of sexual attraction to the client 
(‘erotic transference’ in psychodynamic terms). Her supervisor had strongly advised her 
to stop the counselling work because he had felt she had been sabotaging herself and the 
counselling relationship by her insistence that it continued. She had persisted and had not 
accepted the counsel of her supervisor and her counselling service. She had commented:
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RIO: I  achially went against N  (her supervisor) and against the company and saw this 
man for another two sessions. I  was open to what was happening. I  don 7 feel good about 
that but saw him for another two sessions. Eventually it did eM. I  struggled with feelings 
about that for almost a year afterwards. It was veiy, very hard.
The prescription of the supervisor had been declined by the supervisee because at the time 
it had been given she had not been willing or she had been unconscious of the power of 
her experience with this client. In hindsight she had admitted her lack of responsibility:
R. 10: And I  at the time thought it was because o f his need. And now I  understand from 
hindsight it was because my feelings were so muddled.
In this instance the issue had been about both client and supervisee safety. The supervisee 
had disclosed this vignette in the context of her describing how much she had trusted her 
supervisor and how safe she had felt with him. I wondered whether it had been because 
she had felt so contained by her supervisor that she had operated from a belief that he 
would protect her ‘magically’ from harm! I sensed from the interview that there had been 
a feeling of competitiveness (sexual?) with her supervisor. However, I had appreciated her 
transparency about her experience. Page (1999: 69) m asserting the importance of 
recognising the shadow side of the counsellor comments:
‘I f  we do not allow ourselves the feelings of sexual desire towards clients 
we do not have to deal with the discomfort they create.”
Whether it is sexual attraction to a client or experiencing sexual feelings with a client, 
both needed to have been explored in supei*vision as a way of deepening understanding of 
her experience and acting appropriately on this. In this example the supervisee’s sense of 
beneficence and conversely non-maleficence had been challenged by her supervisor. 
Indeed her sense of self-respect had been dented as a result of the experience with this 
client. Supervisees of all ages and stages had needed constantly reminding of their own 
safety and self-respect, and consequently the reputation of tiieir counselling services when 
faced with manipulative clients and collusive counsellors.
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Another experienced supervisee (R.11) had talked about managing ethical issues mth 
confidence, and when I had asked her towards the end of the interview if she had wanted 
to raise any issues, she had reflected on likely ethical issues;
R2J: But say i f  the culture o f the organisation really was veiy damaging to the client, say 
racist, sexist in some way...
JT: Ultm..
R I I ... I ’m Just wondering how that might be resolved, who would...
JT: It sounds as though this is something that you haven’t faced...
R. IT. No, I  haven’t. I ’m just thinking about that...
JT: Uhm... in the sense in which it would challenge your values the kind o f  work you were 
doing? That therapy was an appropriate intervention there or... ?
R IT . I  guess that’s also something, I  mean it is something that can be dealt with i f  you 
don’t think that therapy is appropriate, something can be talked about. But maybe i f  the 
organisation was putting pressure on the EAP agency to provide a certain sort o f help... 
JT: ... which was then passed on to you...
R. 11:.......or may be it wasn’t appropriate or maybe in the supeivision that I  find is not
appropriate I  can o f course go back to the organisation, but it’s an interesting dynamic. 
Because there are o f course power dynamics as well i f  you think about it. The EAP 
provides work and they pay money. In a way there could be a power issue. How much do 
you challenge the organisation? I f  you say that’s (?) for work, or you want to have more 
work. I  don’t know i f  I.....
I had included this dialogue because I think she had raised important issues for 
practitioners working in organisational contexts, that is, how issues of safety are to be 
managed, and how conflicts are resolved between the different parties of the various 
contracts of work. She had raised the issue of power and how this could have influenced 
the work of counselling and the supervisory relationship. It can be very daunting for the 
most experienced counsellors (and supervisors) to challenge organisational behaviours 
which they feel are inappropriate to the values of counselling and supervision. In power 
and role organisational cultures (Harrison 1972) frequently supervisees are unheard, 
misunderstood and construed as rebellious when they want to debate conflicting positions 
related to counselling values. The ‘expert power’ (French and Raven 1960) of the
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supervisee can easily be discounted because of inequalities in the power dynamic within 
the organisational setting. This can be especially true in those settings where managers are 
not familiar with counselling philosophy and practice (Proctor 1997). In the next section I 
will raise the same question for the supervisor. Again, maintaining justice for all parties is 
an exacting business.
Supervisors had been equally clear about their responsibilities in enabling supervisees to 
manage ethical dilemmas. Whilst safety issues for supervisees in a workplace setting had 
been clearly related to their awareness of working with the fear of potential litigation by 
clients, supervisors had reported incidents of having to caution and sometimes stop 
counsellors from continuing counselling clients. For supervisees this had influenced what 
they had presented in supervision for reflection and exploration. One supervisee (R.2) had 
identified safety with personal competency as a counsellor in the quality of his work;
R.2: Yes. And also to confirm some o f the choices that I  have taken because sometimes 
they are good enough and are relevant to the work that I  am doing and are correct. I  was 
sort o f  a bit nervous about the word ‘coirect ' because counselling is a bit more complex 
than that.
JT: Uhm. So it’s not about seeing you ’ve done it conectly as opposed to seeing whether 
the choices and decisions or the action you have taken are, fall within the bounds o f good 
practice. That it’s ethical, that it’s competent.
R.2: Yes. And within my competency.
I had been interested to note the supervisee’s use of the word ‘connect’. In discussion it 
had emerged that this had been related to his feeling that in view of the litigious culture of 
the organisation, it had been important for him to get it (his counselling work) ‘r i^ t ’ for 
the management of the organisation. Whilst he had realised that ‘counselling’ was ‘a bit 
more complex than that’ he had felt that because the line managers of his organisation had 
not understood the nature of counselling, he had been constantly looking to the external 
supervisor to validate and ‘reassure ’ him about his work (Weaks 2002). His choice of 
what to bring to supervision had been strongly motivated by an anxiety of potential 
litigation.
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This feeling of pressure to perform correctly also had been reiterated by this supervisee’s 
colleague from the same organisation:
R I:  Yes, because I  was being sent because I  needed to meet my professional 
competencies in the organisation aitd yet really I  did not want to go because I  wasn’t 
getting from it at that stage, and it was very hard work for me to be able to start to form 
that sort o f relationship.
In support of die experience of supervisees in woriqilace settings, working as an external 
supervisor in other workplace contexts, I have been awar e of the increased anxiety 
expressed in supervision amongst workplace counsellors in working with suicidal and 
traumatised clients. This has been largely attributable to the increased levels of litigation 
brought by clients seeking damages against the organisation as a direct result of their 
work - hence, the necessity for counsellors to increasingly have their notes subpoenaed, 
and in some cases needing to appear in person in the witness box (Towler 1999)!
Another supervisee (R.11) from an external EAP organisation had reported that she would 
have taken safety issues to supervision, but not many had aiisen as part of her work. She 
had been adamant that she had not discussed ‘treatment planning’ (Stewart & Joines 
1999) with her supervisor. Because of the time limited nature of the counselling 
intervention she had reported that she might have discussed a client only once during a six 
week period. When she had done so, her choice had been motivated by sorting out client 
issues impacting on her as the counsellor:
R l l :  ... and I  rarely use supervision to think through treatment planning really. It is 
more, something I  do mostly myself. It will be more around looking at the wider issues 
and reflect on the wider issues for the client.
JT; Uhm.
R l l : ... and how they impact on me...
JT: Uhm.Uhm.
R l l :  ... and sometimes i f  there are safety issues. It happens rarely with EAP clients.
and
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I  would present my EAP work, I  don’t present all o f my case work ofany kind regtdarly or 
all the time, because o f my own experience I  would tend to do it i f  I  mostly i f  Pm caught 
up in a transferential process. I  am concerned about the safety o f my client. Sometimes, i f  
I  come across an issue or a range o f issues that are, I  want to voice and get support for.
So it would really very...
As a qualified transactional analyst she had used the psychodynamic concept of 
transference. Her focus had been on how her client had unconsciously impacted on the 
effectiveness of her work. She had also expressed a concern to explore these issues for the 
safety of her client. With this mature supervisee, I had assessed that her experience in her 
role as a supervisor with other supervisees had provided her with a considerable degree of 
confidence in working with issues of safety of clients. Indeed, she had admitted in the 
interview that she had found it difficult to think of herself in the role of supervisee rather 
than in her role as supervisor! I also had discovered that organisational systems either of 
the EAP or those relevant to the client rarely had been discussed in relation to her client 
work.
Whilst ‘maintaining competent practice’ is a major platform of ethical practice as set out 
in the British Association for Counselling and Psychotherapy Ethical Framework for 
Good Practice in Counselling and Psychotherapy (2002: 6), this chiefly focuses on the 
necessity for counsellors to maintain appropriate ‘professional and personal support 
services’. The threat of increasing levels of litigation in all areas of life including 
counselling is a relatively new feature of counselling practice in the United Kingdom 
(compared with the United States of America) influenced by differing contexts, for 
example, workplace, National Health Services etcetra, and one that will increasingly need 
to be addressed within supervision. Here, as the data attested, such influence had emerged 
in supervision in the workplace contexts as anxiety exhibited by some supervisees.
For one supervisor R.5 having made a decision not to supervise a counsellor had been 
related to her own sense of safety:
R5\ You know, and actually recently I  had a supervisee where Eve made the decision that 
I  will not supervise that supervisee on a particular client because I  felt it really wasn’t
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safe enough. That this client needed far more, not than the supervisee was capable o f  
offering but it was the wrong context. And so we talked a lot about it. So I  feel I  have had 
to become very clear about my own safety wherever I ’m working.
Another working in a voluntary setting reported having stopped a trainee from 
counselling because of his inexperience in managing die issues of the client:
R.12:1 think I  have three times asked counsellors to stop counselling. Once where the 
counsellor became extj'emely angry and stormed out screaming he’d show me, aiTd he was 
better than I  was and he was better than I  was. I  just did nothing. I  don’t know who I  
represented for him. It wasn’t good but the actual stopping o f him counselling was a very 
difficult process; meetings with tutors...
Other supervisors whilst not providing concrete examples from their supervision practice 
attested to the importance of assisting supervisees effectively maintain ethical aspects of 
their work.
6.8; Chapter Conclusion
This chapter has discussed what had happened in organisational supervision with 
supeiwisees managing themselves in I'elation to their clients, their supervisors and 
relevant organisational systems, and supeivisoa-s assisting supervisees manage their 
work with clients and the organisation. I have demonstrated the inter-connectedness 
between the different properties of the major category supeswisees and supei*visoa*s co- 
creating and engaging in a flexible space and relational focus for supeiwision. It has 
been highlighted how the hidden influences that operate in supervision are the result of 
political, social, economic, legal and psychological phenomena expressed in the 
intrapsychic processes of supervisee and supemsor, the interpersonal relationship of die 
supervisory process and the wider influences of systems of the counselling service, the 
parent organisation and systems beyond.
Supervisors and supervisees had co-created meanings of what had been happening in their 
experience of supervision. Supervisees had relied on the role of the supemsor to create a
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space of trust, and supervisors had reported that this had been paramount in the exercise 
of their role. All effective work had been seen to emanate from this essential property of 
the category. The challenge for both parties had been to discover meanings which had 
included making sense of the sometimes covert nature of organisational systems. In 
symbolic interactionist terms both parties had been seen to actively constructed meaning 
as a result of having been ‘purposive agents’ and having been engaged in ‘minded, self- 
reflexive behaviour’ (Schwandt 1994: 124).
As a result of supervisors having co-created a safe space with their supervisees, the 
‘relational focus’ had been the result of a number of contextual influences. A major 
property has focussed attention on the relationship between organisational change and the 
anxiety this had engendered in some supervisees. Again this in turn had influenced what 
the supervisee had discussed in supervision Ethical issues had centred mainly on how 
supervisees had worked with a variety of difficult clients and the discussion explicated 
how these were related to the basic counselling (and supervisory) philosophy expressed in 
the piinciples of the British Association for Counselling and Psychotherapy Ethical 
Framework (2002). Again the relational aspects of the properties had been discussed. The 
property of ‘educating external supervisors’ had been the only one specific to one group 
of supervisors and their supervisees, where supervisees had been supervised by 
supervisors externally contracted by the organisation. Copeland (1999) substantially 
addresses her research to an analysis these aspects of ethics and the exercise of power.
In addition, the discussion had recognised the influence of ages and stages of development 
of the supervisee which in turn had been related to their levels of confidence and 
competence. Organisational culture had also significantly influenced how supervisees had 
managed themselves and tlieir work, as had the attitude of their supervisors. Some 
supervisees in workplace settings had received help from their supervisors in 
understanding the influence of their organisational setting but for others this had not 
featured as part of their experience. A supervisor working for an EAP had summed up the 
complexity of factors in organisational supeiwision and how she had perceived her role. 
She had been talking about how she had perceived the influence of organisational systems 
on the supervision process and had reported:
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R J 7 : .....  and I  am not a mathematician, but how factors and the sub-factors combine
together is going to be different As a supervisor la m  helping the counsellor to help the 
client help themselves, and by working with what is coming up, i f  that seems to be
appropriate....... I  know the counsellors know it is not their job. I f  the counsellors are
bringing it up, what is it that is consciously going on for them which is causing concern? 
So I  may spend some time looking at that but it s their feelings about it, not the 
practicalities.
Her statement had begged a question for ail organisational supervisors -  to what extent 
had they assimilated, adjusted to the organisational context? To what extent had tliey 
become acculturated to the co-creation of the possibility of a new reality in which there is 
always going to be an inter-relatedness between the supervisor, the supervisee, the client 
and various organisational systems? This will be discussed in the next chapter which will 
specifically address how supervisors and supervisees had become assimilated and 
acculturated in the flux and flow of the supervisory field.
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CHAPTER? 
SUPERVISEES AND SUPERVISORS ASSIMILATING 
AND ACCULTURATING IN THE FLUX AND FLOW OF THE SUPERVISORY 
FIELD - A PSYCHOSOCIAL PROCESS. 
7.1: Introduction
This final chapter of analysis and interpretation of the data will explain how a basic 
psychosocial process which is also die major core category, unfolded from the major sub­
categories of ‘valuing and being valued’, ‘wrestling with relational boundaries’, and ‘co- 
creating and engaging in a relational focus for of supervision’. It will be mainly 
theoretical, supported by data extracts and structured by using the family of theoretical 
codes, the 6 C’s (Glaser 1978) -  see Table 1.5 on page 113. Glaser (1978: 93) asserts that 
‘the goal of grounded theory is to generate a theoiy that accounts for a pattern of 
behaviour which is relevant and problematic for those involved’. In this study it is 
tentatively asserted that when supervisees and supervisors engage in the process of 
counselling supervision in organisational contexts they are challenged to both assimilate 
the hidden and often conflicting influences of a variety of systems and find an 
acculturation to the organisational context which also influences the supervisory field.
All participants had engaged in a reflective and searching mode whilst being interviewed. 
I had experienced a dynamic energy in their responses which had seemed to reflect their 
experience of working in their organisations. The flux and flow of this energy had seemed 
to have become replicated in the process of supervision. Indeed, after the first few 
interviews I had been left with an image of a ‘force field’ (Figui e 7.1 on page 298) which 
I had shared with the members of my first Elite Focus Group. They had strongly 
encouraged me to stay with this.
7.2; Defining the concept of the psychosocial process
Field Theoiy forms a substantial part of the theory and practice of Gestalt Therapy. 
Yontef (1993) provides a masterly discussion of the place of field theory in Gestalt
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restraining forces
facilitating forces
Figure 7.1: Force -  Field Analysis (adapted from Egan 1994:136)
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Literature, and provides a list o f ‘characteristics of fields’ which closely describe the 
phenomenon of this study in organisational supervision:
“Characteristics o f Fields
1. A field is a systematic web of relationships
2. A field is continuous in space and time
3. Eveiything is of-a-field
4. Phenomena are determined by the whole field
5. The field is a unitaiy whole: eveiything affects everything in the field”
(Yontef 1993:297)
He goes on to define field as ‘A totality of mutually influencing forces that together form 
a unified interactive whole’ (op.cit.297).
What I had noticed in several interviews both with supervisors and supemsees, had been 
a lack of attention to the dynamics of the total field and particularly to any 
conceptualisation of the same. They had been content to narrow their reflection to the 
intrapsychic and interpersonal dynamics between supervisor and supervisee when 
supervising their client work. In some cases it had been only when I had raised the issue 
of the wider field, that is, the context, had they begun to reflect about the influence of the 
wider supervisory field. The following intei'view with a supervisee (R.9) had explained 
this well:
JT: OK Let me ask you a specific question then about.... to what extent were you aware o f 
the organisation o f the counselling service and the wider church in the room 
when the supervision was happening?
R.9: OK. In the actual supervision?
JT: Yea.
R.9: None actually.
JT: None.
R.9: In as much as, yes we would talk about what a pain in the arse it was all these people 
were trying to interfere.
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JT: Well, that's the organisation in the room very loudly.
R.9: Well, all right yea. OK. As in... I ’m thinking in negative point o f view... and that 
wasn ’t the case. It was... OK I  see, I  understand what you are saying now. All right it 
was definitely the influence o f the parishioners...
The concepts of assimilating and accultui'ating denote an ongoing activity of 
acknowledgement of experiences and adaptation to the field as a result of those 
experiences. A process of assimilation had related to an intrapsychic process on the pait 
of the supemsee and the supervisor as they both had experienced the influence of the 
context. The Concise Oxford Dictionary (1993: 73) defines the verb to ‘assimilate’ as an 
individual activity (intrapsychic):
• To learn (information etc.) and understand it thoroughly
• To become absorbed, incoiporated, or learned or understood
and as an individual activity within a social context:
• To become or cause to become similar
• To be changed into another under the influence of one adjacent to it
This process finds resonance with the Piagetian concept o f ‘assimilation’. In explaining 
his notion of development Piaget writes:
“One can say, in regard to this that all needs tend first of all to 
incorporate things and people into the subject’s own activity, 
i.e. to ‘assimilate’ the external world into the structures that have 
already been constructed, and secondly to readjust these structures 
as a fimction of subtle ti ansfbrmations, i.e. ‘to accommodate’ them 
to external objects.” (Elkind 1980: 8)
The research has given credence to both activities. An intrapsychic process of 
‘assimilation’ had been a necessary precursor to a psychosocial process of ‘acculturation’ 
which is defined by the Concise Oxford Dictionaiy (1993: 8) as:
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• (of a cultural or social group) to assimilate the cultural traits of another group
A process of acculturation encapsulates the latter meaning of assimilation and is a 
psychosocial process of socialisation in which both supervisee and supervisor variously 
had been challenged to become accommodated and adapted or not to the prevailing 
perceived organisational culture. However, the process of acculturation is qualified by the 
degree to which the supervisee and supervisor see fit to acculturate to the prevailing 
organisational culture. The qualifying aspect is expressed by an answer to the question, 
‘how ethical am I being?’ It is a ‘perceived’ culture because I discovered that different 
constructions had been placed by different individuals within the same context. I believe, 
as Morgan (1997; 129) correctly attests, ‘the influence of the host culture is rarely 
uniform’. The degree to which supervisees and supervisors had identified the cultural 
influence varied from denial, through culture shock to partial acculturation.
Kroeber (1948), an American anthropologist stated that ‘acculturation’ (a process between 
national cultural groups) was a process by which changes in a culture are brought about 
by another culture with the resulting similarity between the two cultures. The change was 
sometimes reciprocal, but very often was asymmetrical with the result that there would be 
a partial absorption of one by the other. This latter concept of partial absorption seemed to 
resonate with a process of acculturation in organisational supervision, where the culture of 
the world of counselling and supervision had met with the world of different 
organisational systems.
Hofstede (1994: 209-210) identifies a process of acculturation as the third stage of a 
process of intercultural encounter. He described it thus:
Stage 1 -  euphoria, a honeymoon period in which the foreigner experiences the 
excitement of travelling new lands
Stage 2 -  culture shock, an experience when the tiaveller comes into immediate contact 
with the local customs, rituals and behaviours of a new people and which creates an 
internal sense of conflict
Stage 3 -  acculturation, a state where the new traveller has adjusted to the new prevailing 
conditions of the foreign culture
301
Stage 4 “ a stable state in which there is a complete accommodation on the new culture
My use of a process of the concept of acculturation has the sense of an ongoing process of 
adjustment by the supervisee and the supervisor to the prevailing organisational cultural 
norms. The accommodation is at times still negative but manageable, or positive as they 
feel comfortable with the social adjustment.
The concept of organisational culture has been vaiiously defined in the literature of 
organisational studies. De Witte and Van Mijen (1999: 498) provide a conceptual model 
for understanding organisational culture (Figure 7.2 on page 303).
Hawkins and Shohet (1997 and 2000) based on the work of Geertz (1973) and Schein 
(1985) have applied a psychoanalytic theory to organisational culture in the creation of 
the Bath Model. Using the image of a ‘water-lily’ they direct our attention to five levels of 
expression of culture shown in figure 1.1 on page 34.
In a second Bath Model (Hawkins and Shohet 1997: 426-429) they encapsulate the hidden 
nature of organisational culture which I had discovered to have influenced the supervisory 
process. They have expressed this as culture residing at three levels (see figure 7.3 on 
page 304):
• Espoused Culture-the public presentation of the collective self; the organizational 
persona
o Enacted Conscious Culture-the lived culture that is noticed and can be verbalised 
o Unconscious Culture-the unthought known that is collectively experienced but 
unnoticed by conscious reflection and not able to be verbalised
What I found especially helpful in support of my research findings had been Hawkins and 
Shohet’s (2000) conceptualisation of many experiences of both supervisors and 
supervisees in supervision as they had wrestled with the hidden, powerful and often 
conflicting influences of various organisational systems impacting on counselling and the 
supemsory processes. Stein & Hollwitz (1993) writing from a Jungian perspective 
indicate the power of such hidden unconscious forces on relationships in organisations.
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From a social constructivist perspective of organisational culture, I recognise that 
supeivisees and supervisors have reported their own constinctions of what had appeared 
to be tacit elements within any one organisational culture. This way of viewing 
organisational culture falls more into a category of inductive processes where the different 
elements of the experienced organisational culture are always shaped by the constructs of 
the supervisees and supervisors (Ashkanasy & Jackson 2001; Morgan 1997).
I have used the activity of ‘flux’ to describe the sense of continuous change, and of ‘flow’ 
to convey a sense of a continuous stream of energy (Clarkson 1995:132)
The opposing natures of ‘wrestling’ and valuing’ in the experiences of supeiwisors and 
supervisees had alerted me to the phenomenon of homeostasis, a state of equilibrium 
defined by Selye (1975: 48) as a system’s ‘tendency to maintain a steady state despite 
external changes’. The supervisee and the supervisor had unconsciously become cau^t 
up in the co-creation of a supervisory relationship at once in flux and flow and yet 
searching to maintain a steady state. Again, the Taoist philosophy of Ihe interplay of ‘yin’ 
and ‘yang’ had seemed to explain how often contradictory influences had resulted in a 
state of tension and in which the supervisor had played a significant holding role.
This concept of the constant flux and ever changing nature of experience accords with a 
central notion of field theory within Gestalt therapy and is a usefiil construct for 
understanding my findings of the complexity of the supervisory field. ‘The supervisoiy 
field’ is in Yontef s (1993) sense ‘a totality of influencing forces’ between the players, the 
supervisor, the supemsee, the client, the parent organisation and the sub-system of the 
counselling service organisation both overt and covert (conscious and unconscious) aU 
caught up in the myriad of constellations and forces which are ‘concurrently present’
(op. cit. 297).
Figure 4.1 (page 119) illustrates the core category which is also a basic psychosocial 
process and the three significant sub-categories which are inter-connected -  a 
representation of the supervisory field.
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7.3; The contrîbutoiy factors ci’eating the psychosocial process
At the heart of a psychosocial process of assimilation and acculturation in the supervisory 
process I had uncovered a hidden influence of the context influencing the intrapsychic 
processes of the supervisee and the supervisor, and the interpersonal process between 
each. Each had attested to having felt challenged to some degree by the influence of the 
organisation. Figure 7.4 (page 307) outlines the complexity of systems impacting on the 
supervisory field. Challenges had been manifested by perceptions of a difference 
(sometimes a conflict) in values between the parties, by organisational attitudes, 
constraints, behaviours, and beliefs expressed by significant third parties both within the 
parent organisations and where appropriate their counselling services. This influence had 
been identified in the research as having been mediated through the influences of 
organisational culture, a concept of one expression of organisational dynamics.
The research data had emphasised different variables influencing the supervision in 
different contexts. In a commercial workplace setting a national political influence 
(national culture) promoted by the government’s concern of national figures of sickness 
absence had been directly alluded to by a supervisee:
R.2: Increasingly the organisation is, in my organisation, the main one I  work for, is more 
interested in fitness for work, and sick absence management and so I ’m finding as a 
counsellor. I ’m having to be very, very, focused at what I  am doing and there are less and 
less opportunities to actually be able to professionally manoeuvre within the contract.
The influence on his supervision had been reflecting on how wrestling with this tension 
could be managed effectively without unduly being drawn into the organisational comer 
of the three comered-contract (English 1975; Pengelly and Hughes 1997) -  see figure 1.2 
on page 36. This can be a complex process for the supervisor in helping the supervisee to
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understand what influences belong to him, what to the organisational systems and what 
might be happening between them.
Using the organisational culture model of De Witte and Van Mijen (1999) in addition to 
the pressure (pressure, crisis) fi'om a national poHtical influence on reduction of sickness 
absence policy, the counsellor had reported the resultant pressui'e on him from the parent 
and counselling organisation to get clients back to work as soon as possible. This pressure 
had also been experienced by the counsellor as having to ‘get it right’, that is, not to create 
the possibility of the client taking out litigation against the organisation for poor practice 
on the part of the counsellor (section 4.4.1). I had conceptuahsed this pressure as flux and 
flow, an ever-changing energy pulling the counsellor in conflicting ways (client need 
versus organisational need) (section 4.4.4).
The supervisory dialogue from time to time would include explorations of ethical 
dimensions of the counsellor’s work and hence the influence of ethical codes of 
professional bodies on practice (professional associations).
Using De Witte and Van Muijen’s Model (1999), a supervisor (R.3) working in a 
workplace environment had reported the dilemma she had faced in this respect:
R  3: So, for example with (the organisation), that sometimes Ifeel a conti'adiction 
between what I  consider good practice and what (the organisation) want.
and then had given an example:
R3: Well, I  guess in (the organisation) a successful outcome is someone going back to 
work as quickly as possible. Whereas someone else might be, 'actually this person needs 
a bit longer time off, and needs to take care o f themselves in a particular way ' and those 
sort o f things.
As both had ascribed to a joint code of ethics (BACP 2002) the focus of the supervision (a 
process) had been for the supervisor to help the supervisee manage the tension and act in 
an ethical way (an outcome). The promotion of supervision (a vision) and counselling by
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the management of the counselling services had created a conflicting experience for 
supervisees and supervisors in this context. As employees of the organisation counsellors 
had been faced frequently with similai* experiences of their clients especially with regard 
to aspects of organisational change (section 6.2). I strongly concur with Hawkins &
Shohet (2000) in tiieir assertion of the phenomenon of the conflicting expressions of the 
concept of ‘real’ versus ‘espoused’ organisational culture and its impact on both 
supervisor and supervisee.
Where the vision of the organisation expressed as values, beliefs and attitudes had been 
congruent with the values, beliefs and attitudes of counselling and supervision, positive 
influences had been recognised by some supervisees. Using the Bath Model of Hawkins 
& Shohet 2000 (figure 1.1 on page 34) supervisees had felt supported by their counselling 
services (supportive cultures); in tune with the values, attitudes and beliefs of the 
organisation (mindset); and had experienced an accord with the rationale driving the 
business of the organisation (motivational roots). This had created positive outcomes in 
the supervision where counsellors had reported feeling trusted, where their professional 
development needs had been met (section 6.6), and where a deep level of trust had 
resulted in creative work (sections 5.3.2 & 6.2). This creative work had been characterised 
by supervisors’ adaptability to the needs of the supervisee.
Working for a predominantly supportive culture (Harrison 1972), supervisees and 
supervisors had also wrestled with the negative influence of clients, interpersonal 
processes and organisational third parties as they had impacted on relational boundaries.
7.4; The Organisational Contexts -  the Invisible Clients
At the beginning of the discussion of the data in chapter 4 I had indicated that in using the 
concept ‘organisation’ I would primarily be referring to two major systems -  the parent or 
host organisation and the counselling service. In one context they had been one and the 
same, the ding and alcohol counselling service. The supervisees and supervisors I had 
interviewed for the study had worked in a mixture of workplace, church, EAP, higher 
education, prison service, uniformed, youth service and National Health Service contexts.
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I have discussed in 7.2 how the social contexts in which the psychosocial process in 
which supervisors and supervisees had been challenged to assimilate and acculturate had 
been marked by differing organisational cultures. Since a consideration of context had 
been pivotal to the study, how did the different contexts contribute to the overall 
psychosocial process?
At times it had been difficult to sort out which system in the context had contributed to 
which particular influence. In all examples interviewed the context had been experienced 
by supervisees and supervisors to a greater or lesser degree as an ‘invisible presence’ 
(Pengelly and Hughes 1997; Pickard and Towler 2003). The Concise Oxford Dictionary 
defines ‘invisibility’ as the state of:
• Not being visible: not able to be perceived by the eye
• Being concealed firom sight; hidden
• Being not easily seen or noticed
• Being kept hidden from public view; secret
Both supervisors and supervisees had reported positive and negative experiences of 
organisational behaviours mediated through third parties (sections 4.4,4.5 and 5.4). In 
this study what had emerged had been an understanding of how the voice(s) of different 
organisational systems had impacted on the counsellor in their counselling and the 
supervisee and supervisor in their supervision (sections 4.4.5). As Pickard and Towler 
(2003: 4) summarised in their article entitled ‘The Invisible Client’ (the organisation):
“So we find ourselves standing with, sometimes between, two very 
interesting and complex clients. Each bringing their own histories, 
str engths, pathologies, and stories. Each deserving respect. The visible 
one can sometimes feel more immediate and more compelling and the 
invisible one can sometimes go unrecognized and be left without 
voice or stoiy.”
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Supervisors working externally with supervisees in counselling services had been faced 
with contracting often with uninterested personnel. This piece of dialogue with the Elite 
Focus Group of supervisors (R.21, R.22 and R.23) had summed up for many:
R.21: The organisation‘s view o f supervision is by and large, 'ifyou need to do it, o ff you 
go and do it '- Just taking your word that it’s necessary.
R.22: Don’t tell us about it 
R.23: I f  you've got to.
R.21: I f  you really have to.
R.23: I f  you've got you have one and a half hours....
This had highlighted a two world view so often encountered in this study -  the world of 
counselling and supervision, and the world of the organisation, usually a parent 
organisation hosting counselling services either internal or external to itself. The 
challenge at times had been for supervisees and supervisors to discount the organisation, 
deny its importance and hence influence, and project feelings of blame, rather than 
assimilate, that is, to learn about it, and thoroughly understand it. Most often, this had 
occurred in workplace counselling settings.
It would seem that considerable energy had been needed to actively build and maintain 
working alliances with appropriate personnel in organisational systems as away of 
becoming appropriately acculturated to the specific context. This had been best executed 
at the initial contracting time, and had constituted a modelHng of good practice reflected 
in the counselling and supervision processes (sections 4.5.5 & 6.2).
The nature of the different contexts has already been discussed as mediated through 
different organisational cultures. Where counselling services had been located as part of a 
wider parent organisation, supervisees had not sufficiently differentiated between these. 
Within one organisational setting there can be many different contexts of meaning. The 
counselling service will initially operate from a set of beliefs and attitudes informed by a 
framework and code of ethics -  a sub-system of the wider parent organisational system. In 
all the interviews I had experienced a tension between beliefs and attitudes of the 
counselling service alongside those of then organisational systems, sometimes between
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the systems of the parent organisation and the counselling service, and again between 
these systems and the profession of counselling and supervision. I had experienced this 
difference in the different meanings that supervisees and supervisors had ascribed to their 
experiences. The challenge for supervisees and supemsors working in these different 
contexts had been to understand the varying meanings ascribed often by clients and 
management.
In an internal EAP setting one supervisee (R.15) had reported that his awareness and 
empathy for his clients from the parent organisation had been deepened through his 
experience of organisational change within the counselling service:
RJ5: I t ’s quite an interesting concept and I  certainly hadn’t thought o f it before. I ’d say 
that teachers and social workers are very common amongst the people that are referred 
and often they are making the same kinds o f claims. Part o f the reason they are 
experiencing sti'ess at work is that they are not able to do the things for which they 
became a social worker or teacher because they have to fill in the forms and they are 
often told what really matters is getting the paperwork in on time and you can do the 
social work i f  you have any time at the end o f the day. I ’ve had that said by quite a few 
people - so in a way that is mirroring.
The supervisee had been sharing his distress at the amount of paperwork to be completed 
as a counsellor for the counselling organisation, the amount of time this had taken up in 
supervision, and the effect on his motivation. The parent organisation could have been 
described as exhibiting the hallmarks of a bureaucratic culture (Harrison 1972; Hawkins 
and Shohet 2000) -  centred on the efficient completion of tasks, reliance on policies and 
procedures, and the successful completion of paper and use of electronic systems.
Another supervisor (R.19) had been equally distressed by facilitation of the successful 
completion of paperwork in the supervision session:
R.19:1 thought I ’d learned where the forms went from the experienced counsellors. I  
realise I  have still not taJœn it on board especially with Data Protection and things. I  met 
a veiy chaotic new counsellor and my sti^ess levels have risen again.
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In the interview the supemsee (R. 15) had reported that she had been on the edge of 
resigning from the counselling service, such had been her disaffection with the system. 
Interestingly, the supeiwisor had reported reviewing her position as a supervisor to the 
organisation. Both had been challenged directly by organisational expectations and had 
found it difficult to assimilate the requirements of the organisation with regard to the 
paperwork, and I had experienced them as being resistant to becoming appropriately 
acculturated in this respect. Such had been the difference in perception and meaning of 
two supervises about the same activity!
The challenge for the organisational supemsor and supervisee is to understand the ‘meta­
context’, the meaning of the various meanings of the contexts of the different players 
(Campbell et al 1994). I would assert that the attempt by the supervisor to help 
supervisees be clear of the different meanings of the different players in the organisational 
systems had assisted die clarity of work with their clients, and had helped guard against 
psychological game playing (Berne 1964; Karpman 1968) - see section 5.3.5.
The more supervisors and supervisees had been challenged by the bureaucratic demands 
of organisations, the more I had experienced a high degree of energy, a sense of being 
pulled (wrestling) in the flux and flow of the total supemsory field. Such increases in the 
demand for the completion of more and more paperwork I sensed had been precipitated 
by changes characterised by a monitoring and task driven organisational culture. Indeed in 
one voluntary organisation the internal supervisor (R6) had been bold enough to admit 
that his monitoring role had been directly related to funding his continuing employment 
with the counselling service:
R. 6:.... its got to be measured... how many clients have you seen over the year and those
have an impact on fimding applications (ahm) so i t’s important for us to have seen that 
number o f clients.
JT: So it’s very much about statistics?
R.6: Yes.
JT: Because that’s related to finding and presumably that’s related to the ongoing
viability o f the project
R. 6: And them keeping their jobs....
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JT: And them keeping their jobs...
R. 6: Yes. And o f course keeping my job too (laughs)
The majority of supervisors interviewed across a variety of settings had reported forms of 
acculturation with regard to bureaucratic demands, sometimes with a ‘shrug of the 
shoulders’, an acquiescence to the demands of the organisation, sometimes with an 
acknowledgement of its importance for successful outcomes for the organisation, and 
sometimes as a means of educating the organisation about the world of counselling and 
supervision. On the other hand, sonie supervisees had perceived it as means of the 
organisation not understanding their world (section 4.3.1), and therefore not 
understanding or valuing them and their work. Others, especially in the external EAP 
setting had accepted it as part of the contract of employment. Thus the former group had 
chosen not to assimilate the demands, nor to make efforts to appropriately become 
acculturated to their organisation. The latter had made the change. I assert that there is a 
continuum of the processes of assimilation and acculturation from denial to shock to 
acceptance and appropriate adaptation. In the next section I will seek to show how the 
different conditions in various contexts influenced this process.
7.5: The conditions under which the psychosocial process happened
Under what conditions did the psychosocial process occur? I shall explain what 
conditions had been contributed by supemsor, supervisee and the organisational setting 
to a process of assimilation and acculturation in the supervisory field. Supervisors had 
played a pivotal role in assisting supervisees in this process by:
• Co-creating and engaging in a dialogue about their work in the organisation
• Identifying hindering and facilitating forces in managing their work
• Adopting a flexible and adaptable style of supervision
All supervisors had worked consciously with supervisees about their negative and positive 
experiences of the organisation. They had reported that the creation of a safe and non- 
judgemental working alliance had been crucial to working effectively in this relationship 
(section 5.1.1). Externally employed supervisors had reported having sometimes been
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tempted to have been emotionally collusive with their supervisees against the organisation 
especially when they had felt that organisation had been unsupportive or exploitive in its 
response to their supervisees (section 4.5.3 & 4.4.2). They had talked about experiencing 
the tension of holding a balance between meeting the needs of the supervisee and the 
demands of the organisation. Their responses had ranged from feeling and acting 
collusively to using their strong feelings (counter-tiansference) as a source of their 
empathy (section 4.5.3). Whilst most supervisors had actively worked with their 
supervisees in helping them recognise the source of their (supervisees’) strong feelings, 
they had not conceptualised them as a further way of deepening understanding. However, 
for supervisors this had resulted in a degree of personal assimilation and an acculturation 
evidenced in their capacity to work effectively with other organisational players such as 
managers. One external supervisor (R.5) who had had a wide experience of working as a 
supervisor in many varied organisational settings had regularly consulted with an 
organisational consultant about aspects of organisational dynamics in relation to her 
supervisory work. She had also reflected her need to receive further professional 
development in the area of being an organisational supervisor. I had concluded from the 
supervisors’ interviews, that apart from the Elite Focus Group of supervisors, few had 
received specific professional development in systemic ways of thinking and working.
Four external supemsors from an internal EAP had reported having received external 
consultancy supervision. Another (R.12) who had worked with voluntary and statutory 
services in the church and education reported having learned much of her art of working 
in organisations firom having reflected on her living for many years in a religious 
community.
I felt that the Elite Focus Group supervisors (R.21-R.23) had been the only group to have 
had both a wide experience of working in many different settings, but also had reflected 
on their experience and had been able to conceptualise this in the UK supervision 
literature.
My dialogue with them had been characterised by insights informed by psychological, 
systemic, political and social aspects of supervision theory and practice. Whilst their 
experience of organisational settings had been similar to other supemsors, I had felt they
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both had variously assimilated their experience of working as supervisors in 
organisations, and had become appropriately acculturated to the different organisational 
cultures in which they had practised supervision. All of them had forcefully reiterated 
throughout the interview the importance for organisational supervisors to be both flexible 
(‘non-purist’) and adaptable to the needs of their supervisees in their particular 
organisational settings. In their view, not to have done so would have hindered the 
process of assimilation and appropriate accultur ation for their supervisees. I had 
experienced them as highly motivated to understand what had happened in their 
experiences of organisational supervision. Tliis had contrasted with most of the odier 
supervisors who had not exhibited such a high degree of motivation to conceptualise. 
Many supervisors in this respect could be said to have operated from a more tacit 
knowledge (Baumard 1999) built up over many years of experience as supervisors and 
working in organisations.
For those supei*visors and supervisees who had worked in supportive settings the process 
of personal assimilation and corporate acculturation had seemed a natural process. I had 
imagined that tliis in large part had been the result of a conscious choice to work in such 
settings exhibiting values and beliefs more congruent with those of counselling and 
supervision. Thus their motivation had been high from the inception of their work with 
the organisation.
Supeiwisors and supervisees had varied in the length of their experience in working in 
organisations. Most of the supervisors had reported that they had worked for more than 
five years with their organisation and considerably more with others. Most of the 
supervisees had reported much the same except for the trainee counsellor. I had expected 
that organisationally experienced supervisors would have demonstrated a greater 
commitment in facing the challenges of organisational supervision. I had discovered that 
the influence of this condition had been minimal! Of greater significance had been the 
need to face the challenges of negative organisational influences mediated either through 
their supervisees and their clients or in self-managing their role as supervisors.
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7,6; A Psychosocial Process -with what result?
What had been the consequences of the psychosocial phenomenon for supemsor, 
supervisee and the organisational systems? Both supervisors and supervisees had been 
variously challenged in the supervisory process by managing the relational boundaries -  
intrapsychic, inteipersonal, and interorganisational
Supervisees in workplace settings had experienced a considerable degree of organisational 
change. For all players this organisational change had been instigated by the parent 
organisation. This had impacted on their self-managing capacity by challenging their 
motivation, struggling with feelings of being valued and discounted, and feeling 
disempowered. Interpersonally they had reported having stmggled to manage the 
‘psychological distance’ (Micholt 1992) between themselves and their clients, and again 
in supervision between the supervisor and their various organisational systems. 
Intrapsychically some had felt discounted, de-motivated, dis-empowered and tempted to 
regressive behaviours of verbal aggression and complaint against the organisation.
In the EAP Focus Group of supervisees I had challenged their understanding of the 
administrative aspect of their supervision time as 'an unwananted intrusion V
JT: What’s the internal process?
R.14: An uncomfortable acceptance.
JT: An uncomfortable acceptance?
R. 14: I t ’s almost like I  wouldn’t say a necessary evil, I  don’t regard it as necessary evil. 
I t ’s like i f  you wont to be doing this, this is what we’ve got to do.
JT: So there’s an acquiescence?
R.14: Yes. The choice is there whether I  do it or not. lean stop doing it tomorrow but I  
choose to cany on, i f  I  choose to carry on then I  have to do it.
I had felt that their acquiescence had been given very grudgingly. I had wondered how 
much they had been prepared to assimilate, that is, to thoroughly understand, the 
importance of this administrative activity for their counselling service manager. This 
whole episode had encapsulated tlieir negative attitude to their perception of the ‘bad
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parent’ of the organisation- a place also of culture shock! This had contrasted with a 
similar process in a voluntary organisation. The internal supervisor had been very explicit 
that failure by supervisees not to have co-operated with the monitoring and administiative 
aspects of their supervision would have resulted in a loss of organisational funding and 
maybe their jobs! Assimilation of the organisational demands had been challenged by 
neither supervisee nor supervisor.
I had felt that the internal BAP supemsees had not felt able to reach out sufficiently to 
embrace the changes that they had been currently facing with regard to their employment 
status. I had experienced them as having found it difficult to work with the organisational 
demands and had become caught up in a psychological game of ‘ain’t it awful’ (Berne 
1966; Kaipman 1968) with the organisation. As a consequence they had remained 
frustrated and angry. An appropriate acculturation might have involved an attempt to 
resolve this issue with the counselling manager.
The acceptance of the supervisee and supervisor (R.6 and R.7) in the voluntary 
organisation had resulted in an ability to accept (assimilate) this aspect of their work and 
for them to have become socialised and able to have a positive working alliance with the 
organisation. The difference may have been accounted for by their supervisor having also 
been a manager, and therefore having ‘brought’ a high degree of acculturation to the 
organisation.
Acculturation for another supervisee (R.9) in another voluntaiy setting had taken the form 
of an acceptance of basic Christian values which he had felt had accorded well with his 
humanistic values and beliefs. When the boundaries of supervision had been challenged 
as a result of confusion he had experienced through the multiple roles of his supervisor, he 
had been able to resolve the situation amicably and with the support of his internal 
supervisor and manager. This had been a good example of an appropriate form of 
acculturation as a result of open dialogue and action on the part of all parties in the 
supervision. Again the culture of the organisation had been marked by the supervisor’s 
(who had been the manager and the client assessor) openness.
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As a consequence of a third party intervention from the organisation with a client the 
supervisee had struggled to understand and accept the result -  that his client had chosen to 
leave therapy much against the supervisee’s judgment. Such a situation had needed a 
flexibility of approach, a maturity and tolerance on the part of the supervisee to adapt to 
the prevailing cultural norm in which clients had been subjected to a variety of 
interventions from different professionals. This maturity had been surprising in such a 
‘novice’ counsellor who had also been a trainee. My sense had been that his previous 
experience of organisational life had assisted him in his process of assimilation and 
acculturation. The decision of both the supervisor and supervisee to cease supervision had 
been made on clear ethical grounds, and therefore was acceptable to all parties.
In working as an external supemsor with an internal counselling service of a large public 
service organisation, the process of assimilation of the nature of the prevailing 
organisational context and subsequent acculturation has been the result of regular 
dialogue with occupational health professionals. The dialogue has resulted in a deepening 
of understanding of each other’s worlds, language, beliefs, behaviours etc. This has 
resulted in a reciprocal acceptance and socialisation into each odier’s worlds. However, 
this has been looked upon with suspicion by some supervisees, and had challenged trust in 
the supervisory relationship. I had learned that openness of the content of the dialogue had 
been paramount to mitigate against a lack of trust between supervisor and supervisee. The 
process has demythologised the beliefs and behaviours of the players of both worlds!
7.7; The contingencies of the psychosocial process
Upon what factors had the psychosocial process been contingent? A simple answer would 
be ones of an intrapsychic, interpersonal and interorganisational nature. The intrapsychic 
factors of supervisees and supervisors had been characterised by:
• The ages and stages of development in their respective roles
• Motivation to understand, be flexible and adaptable
• A capacity to be willing to think and act systemically
• A capacity to self-manage and manage change
• A willingness to trust all the parties in the supervisory process
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• A willingness to embrace learning about relevant organisational systems which 
impact on client work
The degree of assimilation and eventual acculturation had been dependant on capacities of 
supervisee and supervisor to take into their orbit the influence of the organisational 
setting, and indeed influences beyond, for example, political actions of government etc. 
Whilst each had been drawn into the comers of the three-cornered contract (English 1975; 
Micholt 1992) with a temptation to collude, play psychological games, variously they had 
been conscious of their resulting actions and decisions. Awareness of their choices and 
actions had been contingent on those factors outlined in the above listed characterisations.
I had discovered that the age and stage of the supervisee and supervisor development 
(Proctor 1995) had needed assessment on two levels in organisational supervision. Firstly, 
age and stage of development had needed to be taken into account with reference to 
experience, training and qualification as a counsellor/supervisor. In chapter 1 (page 26), I 
had drawn attention to a development process based on the old crafts and applied to 
supervisors by Hawkins & Shohet (1991; 106-109).
Secondly, age and stage of development had needed to be taken into account with 
reference to the ability of the supervisee and supervisor to work in organisational settings. 
Hawkins & Shohet (1991:106)) identify this capacity as Level 4 of their developmental 
process, ‘The Master Craftsman: process-in-context centred: How do processes inter­
penetrate?’
The capacity of supeiTisees and supervisors to have become acculturated to their 
organisational setting had been directly related to their capacity to have been aware of and 
have actively worked with the flux and flow of many processes, similar to what Hawkins 
and Shohet (1991) called ‘inter-penetration’. The notion behind this concept had seemed 
to be one of a reciprocal allowing of effect upon each other-one of attitude based on self­
acceptance as either part of the organisational system or contracted to work with the 
system rather than against it.
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I had noted that two of tiie Elite Focus Group supervisors had responded positively to my 
question about whether we could now talk about ‘organisational supervisors’:
R.22: Well, I  more and more think there is such an animal. I ’m Just thinking o f this 
categorisation I  do in my head and I  really am saying there are certain qualities I  look 
for, and they are things like a systems framework, a sensitivity to organisational issues 
around confidentiality, managing different roles....
R.23: ... cultural awareness...
R .22: and nota purist orientation. You see, someone who is much more widely based.
I  think I  do.
Again supervisor R.23 had described organisational supervisors as needing to be either 
focussed generalists or flexible specialists ’. They had needed to be focussed’ because of 
the number of demands on the supei*visor’s awareness, in order that good client work had 
been possible. If supervisors had been 'specialist’ in the sense that their focus had been 
with a particular counselling orientation, then they had needed a greater flexibility to 
accommodate those aspects referred to by the supervisor (R.22) in the quote above.
The following piece of dialogue had highlighted many of the interpersonal aspects which 
had characterised this developmental stage of becoming an organisational counsellor and 
the challenges for their supervisors:
R.23: When they go into a GP surgery, you reminded me, and the real impatience because 
there may be very experienced counsellors but they are real apprentices in organisations 
and they don’t know it - and the difficulty then o f how you really address them, and how
str'aightfor'wardyou can be with them without undermining their confidence........
R. 22: It could cement some sort o f conflict, confidentiality conflict in GP surgeries with 
the pr'ecious ones... 'but o f course I  can Y talk to you doctor, because this is counselling. 
I t ’s my client... ’
Thus the process of acculturation of supervisees had been contingent on the educational 
task of the organisational supervisor (section 6.4) as they had enabled their supervisees to 
assimilate the norms of the context and appropriately acculturate themselves to it. The 
process of acculturation thus described had involved a process of education and change by
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assisting their supervisees to reframe their view of their relationship with managers, and 
create a flexible view of the exercise of confidentiality - all in a manner which did not 
undermine their confidence.
Both supervisees and supervisors had affirmed the centrality of the importance of a 
trusting, accepting working alliance (sections 5.2 & 6.2). They had indicated that all other 
processes and actions had flowed from the creation and maintenance of those core 
conditions. A process of supervisee acculturation had been contingent on the capacity of 
supervisors to recognise and help them work with the influences of the organisational 
systems. The converse had also been true. Where supervisors had not actively assisted 
their supervisees to understand the influences of the context, supervisees and supervisors 
had either denied its influence or unconsciously actively hindered the process. What had 
seemed to have been pivotal had been the attitude and awareness of the contextual 
influences in the supervisor related to their degree of assimilation and acculturation.
One counselling service manager (R.4), a chaitered psychologist and counsellor 
interviewed in the study, had confirmed an attempt by his organisation to provide regular 
opportunities to engage their external supemsors in a constructive dialogue about 
supervision in the context of the organisation. He had commented that it had been largely 
attended by 'the converted’, supei*visors who had reflected on the nature of organisational 
supervision.
In contrast, a clinical case manager (R.8) of a commercial EAP, had declared that apart 
fi'om appointing external supervisors, the EAP had had no further contact with them. 
Supervisors fr om the internal EAP had reported regular meetings with the head of the 
service, also a qualified counsellor, and had been regularly consulted about the progress 
and changes in the semce. Whilst all of the supervisors had had régulai" opportunities to 
consult about their supervision with an external consultant supervisor, and had 
demonstrated a high degree of acculturation to the EAP, three out of the four supervisees 
interviewed had ranged from denial to a grudging acquiescence. One (R. 13) had qualified 
as an organisational counsellor and had worked hard at embracing aspects of the 
organisation as a central part of his work. This form of acculturation had seemed to have
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been largely contingent on his training in systems tliinking as part of his counsellor 
training.
The degree of accultui*ation of supervisees had vaiied according to whether they had been 
employed by the organisation (either parent or counselling). Those working internally, in 
alcohol and drugs, workplace, internal EAP and church settings had demonstrated a high 
awareness of positive and negative influences of their organisational systems. All had 
demonstrated varying degrees of adaptation to the various organisational demands and 
expectations. For many this had been personally costly in terms of self-esteem and having 
felt under valued (see chapter 4). For those in paid employment the pressure to acculturate 
seemed to have depended on whether they chose to continue to be employed or not! The 
supervisee who had been employed by an external EAP as an associate counsellor had 
reported having felt "protected' from the EAP organisation by the role of the case 
manager. The apparent invisibility of the employee organisations of her clients and the 
EAP had distanced her from many aspects of contextual influence and thus her need to 
acculturate.
7.8: How the main sub categories inter related to create the core categoi*y
The three main categories which had infoimed the core category, also a basic 
psychosocial process of assimilating and acculturating in the flux and flow of the 
supemsoiy field had been:
• Wrestling with relational boundaries (chapter 4)
• Valuing and being valued (chapter 5)
• Co-creating and engaging in a flexible space and relational focus for supeiwision 
(chapter 6)
How did these categories inter-relate and what had been the nature of these relationships? 
After the first five interviews I had been aware of a kind of ‘force field’ as existing within 
the field of organisational supervision. Egan (1994: 316-317) building on the concept of 
the ‘field theory’ of Lewin (1969) uses a form of ‘force field analysis’ (see figure 7.1 on 
page 298) to help clients develop contingency plans as part of his problem solving
323
approach to counselling. ‘This process’ he describes ‘is simply a review by the client of 
the major obstacles to and resources for the implementation of strategies and plans’
(op.cit. page 316).
I had discovered from interviewees’ reports that there had existed conflicting forces 
within their supervision, both facilitating expressed as ‘valuing and being valued’, and 
restraining expressed as ‘wrestling with relational boundaiies’. Variously these influences 
had emanated from all parties in the supervisory alliance, supervisor, supervisee, 
organisation and at times, clients. Again, these influences had been intrapsychic to both 
supervisee and supervisor resulting in tensions, and expressions of accord between them, 
as well as invisible influences from the organisational systems of the employing 
organisation (parent and counselling) and their clients (see figure 7.4 on page 307). Thus 
the supervisory field had been characterised by a complex maelstrom of often conflicting 
energies -  processes of wr estling with relational boundar ies and valuing and being 
valued ~ a maelstrom of flux and flow within which both supervisor and supervisee had 
endeavoured to co-create and engage in a flexible space and r elational focus for 
supervision. Figure 7.5 on page 326 gives an indication of the focus-points for 
supervisors supervising m organisational settings.
The constant flux and flow of often conflicting energies, at times invisible, had been the 
climate in which supervisee and supervisor had been challenged to assimilate and 
appropriately acculturate to what they had perceived as the prevailing organisational 
culture. All parties in the supervisory field had the potential to pull each other to their 
positions, a distortion o f ‘psychological distance’ (Micholt 1992) -  to the corners of the 
three-cornered contract (English 1975). ‘Psychological distance’ is defined by Micholt 
(1992: 228) as ‘the perceived closeness (or distance) and clarity in the relationship 
between the thiee parties’ - (Figure 1.2 on page 36).
In chapter 4 1 had drawn attention to the distortions of the tiiangle. The research had 
uncovered clear examples of how conflicting energies had drawn supervisees and 
supervisors into the three comers and had been open to distortions of the ‘psychological 
distance’ between the positions as researched by Micholt (1992) (sections 4.4.2 & 4.5.3). 
Micholt (1992: 228) indicates that her concept relies on all parties being clear at the outset
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of the contracted activity (in this case supervision) having negotiated ‘a significant 
consensus among the three parties as to the perceived psychological distance between 
them’. Her research had originally been applied to group settings. Gilbert and Evans 
(2000; 73-76) have applied the concept to one to one configurations.
I have given one example of each distortion (see Figure 7.6 on page 327) to explicate how 
a supervisee and a supervisor had been caught in the flux and flow of conflicting energies 
with the invisible organisation in the supervisory field.
Example 1 (Figure 7.6 (1)): A supervisee (R.10) had worked in anNHS context. Her 
supervisor had been retired and had been replaced temporarily by a psychologist. She had 
felt totally misunderstood, unsupported in her work in managing time limited 
interventions. She had withdrawn from the supervision, had felt let down by the 
organisation and angry that she had to caiTy an overwhelming responsibility for her 
clients:
R 1 0:1 did not feel that I  could open myself with mistakes I  might have made and Ifelt 
very, very vulnerable in that period because I  was maldng my own clinical judgements 
without feeling I  had the back-up o f my supervisor
and
R.10: But with regard to the organisational context at that time I  think the changing o f  
supei-visor, the retirement and bringing him back out o f retirement o f a supervisor what 
that did for me and I  can speak for many o f my colleagues because they felt the same as 
me, because we all felt very, very unsafe and i f  we 're carrying a lot ofresponsibility for 
clients that we didn ‘thave the ability to cany. There didn't seem to be a safe stimcture o f  
holding at all...
She had felt alienated from the supervisor and the organisation. This had resulted in her 
unconsciously putting herself in an unsafe place with respect of her client work. There 
had been a conflict of frames of reference between herself and the supeiwisor, and the 
organisation with whom she had identified the behaviour of the supervisor. She had
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Being here & being there for supervisee
Working alliance
Ithicai perspectives
Supervisee developmei
Tasks & functions
Influence of organisation & culture
Strategies & techniques
Case conceptualisation
Skills interventions
Levels of communication -  verbal & non-verbal
Figure 7.5: The focus-points of oi'ganisational supervision fix>m the supeivisoris 
perspective
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SEE SR
SR
SR
SEE
Key to diagram: O = Organisational third party e.g. counselling service 
manager, manager etc
SR = Supervisor, externally or internally employed by the 
oi^anisation
SEE = The supervisee working inteimally or externally for the 
organisation
Figure 7.6: Diagram showing three distoi'tions of psychological distance as
indicated in the text (adapted from Micholt 1992 and English 1975)
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mestled with Üie relational boundaiies of the supenisor and the organisation with 
resultant frustration and anxiety (a state of culture shock).
Example 2 (figure 7.6 (2)): An external supervisor (R.5) had worked with an internally 
employed counsellor from a large commercial organisation and had reported feeling angr>' 
when her supervisee had disclosed how her supervisee had been distressed as a result of 
lack of information about her future:
R. 3: ... I  would feel more allegiance with the supervisee than I  do with the 
organisation......
and again at other times she had reported
R .3 : ........and at times I  will collude with the greater powers being the baddies
She had allowed herself to have been pulled into the supervisee’s position At the time the 
experience may have been unconscious as the supervisee’s plight had aroused feelings of 
anger against the behaviour of the organisational player(s). The values of support and 
empathy she had experienced from her supervision world had conflicted starkly with a 
seemingly uncaring ^ itude of the organisational player(s). In the interview I had 
experienced her attitude to the organisation as swinging from acquiescence to irritation, 
and a consequent distancing of her contact from the organisation. Again, I had been 
unsure how conscious she had been of her behaviour m this regard. She had indicated that 
she had been able to use her strong feelmgs in an empathie manner with her supervisee. 
Her description had accorded with how supervisors in the study had managed this kind of 
internal conflict. She had also identified other constraints, for example, organisational 
policies, procedures, and expectation of a rapid return to work of clients.
Part of her record had attested to the energy required to create a flexible space for work 
wdth the counsellor’s clients, and in a process of empowerment for them to manage their 
professional lives within the organisation (CaiToll 1996. 1999):
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R. 3;... the last person I  have just seen it took up 75% o f it (the supervision session) ... was 
taken up with organisational issues... .aiui in this particular person’s case when clients 
weren Y coming through...
Example 3 (Figure 7.6 (3)): I have provided this example from my own observation in 
working as an external supervisor for a counselling and welfare service within a large 
public organisation. This has occurred on a number of occasions when organisational 
managers have organised a training event or meeting at times which have conflicted with 
supervisees attending supervision without prior warning. Hre result has been that the 
supervisor has been left in an empty room feeling alienated and often irritated by both the 
organisation and secondly by the supervisees for passively acquiescing!
In all examples 1 to 3 above, one of the parties had become alienated from the others with 
resultant feelings of being discounted, alienated, and irritated by one of the parties. Whilst 
a process of assimilation would have led to an understanding what had happened in the 
process, an appropriate acculturation would have stopped short at ethical complicity with 
bad practice.
The challenge for all supervisors and supervisees in organisational settings had been to 
manage these conflicting forces created by each of the three parties of supervisee, 
supeiwisor and organisational system. I had witnessed a temptation by supervisees and 
supervisors to have struggled with becoming acculturated to the organisational culture, to 
have become at times overwhelmed by hidden forces in ways which had mitigated against 
good supervision practice. This had felt like Hofstede’s (1994) Stage 2 process of'culture 
shock’ -  where supervisor and/ or supervisee had experienced a conflict of values either 
consciously or unconsciously.
7.9; Conclusion
What had been apparent with those who had attested to a degree of acculturation, had 
been an awareness of co-constructing a new culture of supervision. This had been 
characterised by an assimilation and adaptation to the organisational culture. Here, each 
had been able to do good enough superv i^sion, and maintain good enough relationships
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with all parties of the siipeiTision conti'act. In organisations where there had been a 
conflict of organisational culture with that of the culture of counselling and supervision, 
the process could also have been described as a 'counter-cultural’ activity where the 
supervisor’s role had been to assist supervisees to field the hidden influences of the 
organisational culture (Towler 1999:177). It can be charîæterised as process of counter- 
cultural flux and flow (figure 7.7 on page 331).
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Figure 7.7: A process of counter-cultural flux and flow
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CHAPTERS 
CONCLUSION 
8,1: Introduction
In chapter 1 1 had invited you to share in a journey of my researching ‘the biggest joke’ 
(Holloway 1995: xi) inthe counselling/psychotherapy/psychology profession. Holloway 
had asserted that it was not until the 1980s that supervision had been recognised ‘as a 
unique practice’. Carroll (1996) had questioned whether or not supervision was a 
profession. Gilbert & Evans (2000) had asserted that it was. As a result of my research I 
am asserting that there is a growing understanding and practice of ‘organisational 
supervision’. My research has been one contribution in uncovering a distinct body of 
knowledge about organisational supervision (cp. Holloway 1995: xi). Her psychologist 
colleague had asserted that ‘there is no distinct body of knowledge to uncover’.
This chapter forms a conclusion to the research story answering the question ‘what 
happens in the process of supervision of counsellors who work in organisational 
contexts?’ and its related questions of:
• ‘what is the dynamic relationship between the intrapsychic, interpersonal and 
organisational processes in counselling supervision’ and 
« ‘what implications might this have for both supervisors and supervisees in 
managing counselling supervision in organisational setting with more awareness 
and to gieater effect?’
What I had uncovered had been a process of flux and flow of energies in the supervisory 
field as supervisor and supervisee had variously assimilated and became appropriately 
acculturated to the perceived organisational culture of the organisational context. The flux 
and flow of these energies had been often conflicting in nature and invisible in the 
supervision room as unconscious influences. The degree of assimilation and acculturation 
had been tempered by an appropriate apphcation of ethical principles, a denial of such 
influences or an acquiescence to the practice by supervisee and supervisor alike.
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There had been an inter-relatedness of many factors between supervisee, supervisor, 
relevant organisational systems and clients. This chapter will firstly summarise this 
complex process indicating its related-ness to existing theoiy. Secondly, I shall critically 
evaluate the choice and application of my chosen methodology of Grounded Theory. 
Finally I will suggest implementations for practice fr om the findings, make 
recommendations for fiirther research in this area of supervision practice, and identify the 
limitations of my study.
8.2: A Summaiy of the research
At the outset this study had been characterised by a personal journey of wrestling with the 
unfolding of a basic psychosocial process of supeiwisees and supervisors assimilating 
and acculturating in the flux and flow of the supervisoiy field (figure 4.1 on page 
119). My greatest challenge had been to bracket off my experience of organisational 
supeiwision in a variety of different contexts over many years, and my writing. Of course, 
this has not been wholly possible. My constructions of the reality of what interviewees 
had reported as had happened in organisational supervision constantly had been co­
constructed to create the findings of this research.
Chapter 1 had set out the context and my reasons for conducting the research. Supervision 
in organisational settings continues to be an under-researched area of practice (Holloway 
1995; Carroll 1996). One significant United Kingdom study, ‘People, Power and 
Pragmatism: an investigation of counselling supervision in organisational contexts’ by 
Copeland (1999) had highlighted the ethical and professional dilemmas faced by 
supervisors working in different organisational settings. Another US study by Gonzalez- 
Doupe (2001), ‘The Supervision Group as Protection: the meaning of group supervision 
for workplace counsellors and their supervisors in organizational settings in England’, had 
highlighted how group supervision in workplace settings had provided space to 
supervisees to feel protected from organisational pressures.
This research had deliberately focussed on the process aspects of organisational 
supervision, and had highlighted the complex conflicting and hidden influences of the 
organisational culture on the process of one to one supervision. Twenty one supervisors
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and supeivisees had been interviewed either one to one or in Focus Groups and findings 
discussed with members of three Focus Groups. Two managers also had been 
interviewed.
Counselling and psychotherapy in the United Kingdom could be described as a growth 
industry. The tradition in workplaces had emerged on the back of Employee Assistance 
Programmes fi*om the United States of America with a current emphasis on the response 
to workplace stress and sickness absence policies of national government. Education and 
schools have a long tradition of counselling and psychotherapy services, which have been 
increasingly used by mature students as well as the traditional age student population. The 
National Health System with the inception of General Practice funding as part of Primary 
Care Trusts has provided people with access to a burgeoning increase of counselling 
services via General Practice surgeries (Jenkins 2000).
Voluntary counselling services abound as they respond to the increasing needs of an aging 
and sti'essed population -  Relate, Samaritans, Crase, Mind etcetera. Some are veiy 
specific in their focus, for example, HIV/AIDS agencies, drug and alcohol related services 
often supported by statutory and government monies.
Most professional bodies require counsellors and psychotherapists to have regular access 
to supervision as part of their professional development and as part of the monitoring of 
good practices, such ‘good practice’ as is enshrined in codes of ethics and practice, for 
example, British Association for Counselling and Psychotherapy, British Psychological 
Society, United Kingdom Council for Psychotherapy. This has meant that organisational 
providers of counselling have employed supervisors both internally and working 
externally to those organisations. As one the Elite Focus Group of supervisors had 
observed:
R.23: But really today so many people are getting their bread through some sort o f 
organisational stuff. But it might be different for a psychotherapist than for a counsellor. 
R.21: But it isn’t so. It isn Y really because lots o f the students that I  am training and 
graduates that I  have are combining, they are combining private practice with GP 
organisational 'work, EAP, voluntary work. So I  think the ethos is much more about how
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you combine the different kinds o f activities, and the kinds o f demands. But in terms o f  
status I  don't think there‘s that differential ”
From evidence in this study it is clear that supervision as a process is little understood by 
organisational managers who are not trained counsellors or have remained uninformed 
(Proctor 1997), a finding concuned with Copeland (1999) in her research. As I questioned 
in my introduction to the study (chapter 1.4), the word ‘supervision’ creates hostility and 
uncertainty in the minds of managers when it is associated with concepts of formal 
accountability and disciplining of employees (Page 1994; Pengelly & Hughes 1997). 
External supeivisors are ofi:en appointed by managers without consultation of their 
supervisees with consequent difficulties for supervisees having reported that their 
supervisors do not understand the nature of the services they deliver, nor their 
organisational context.
What the study had begun to estabhsh had been concepts of ‘organisational supervision’ 
and ‘an organisational supervisor’. The literature to date has referred to the influence of 
context as an important factor (Holloway 1995; CaiToll 1996 & 1996; Copeland 1999 & 
2004; Stewart 2000; Hawkins & Shohet 2000; Gilbert & Evans 2000). However, I would 
maintain that the literature of counselling supervision has not fully acknowledged the 
implications of how the factor of context has influenced the process of supervision. There 
is a substantial literature in the psychodynamic view of organisational dynamics, for 
example, as identified by Hughes & Pengelly (1997) in their description of social work 
supervision in ‘a turbulent environment’.
What is new from this study has been an identification of the kinds of influences of the 
relational nature of different organisational cultures on the process of supervision. In 
borrowing concepts firom anthropology it has been possible to isolate a theory of what 
happens in organisational supervision, one of assimilation and acculturation. The study 
has identified hidden influences of organisational culture often creating conflicting 
feelings within both supervisees and supervisors both with each other and with the 
organisation.
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The major core category which is also a basic psychosocial process of supeivisees and 
supervisor assimilating and acculturating in the flux and flow of the supervisoiy 
field (figure 4.1 on page 119) had unfolded from the major sub-categories of supervisees 
and supervisors:
• wrestling with relational boundaries
• engaging and co-creating a flexible space and relational focus for supervision
• valuing and being valued
These major sub-categories had been abstracted from ten categories which had emerged 
after a ‘saturation’ of categories, where I had reached a point of no new categories 
emerging from fiie data (Corbin & Strauss 1998:135). My analysis had been shared with 
most research participants and with participants from two workshops and several 
supervisor colleagues, peer colleagues with positive feedback about my choice of 
categories.
My choice of the supervisoiy field is a concept borrowed from Gestalt Therapy and 
described accurately and well the constant flux and flow of energies experienced by 
supervisees and supervisors. The ancient Taoist philosophy of ‘yin and yang’ had 
encapsulated the concept of how opposites are ‘intertwined in a state of tension’ (Morgan 
1997: 283), wrestling with relational boundaries inteitwined with processes of valuing 
and being valued. Again the concept of ‘force field’ had yielded the same sense of flux 
and flow as hindering and facilitating influences met as supervisees and supeivisors 
engaged in co-creating a flexible space and relational focus for supeivision.
The processes of assimilation and acculturation had been inextricably linked to a 
manifestation of the prevailing organisational culture. I had chosen a social constructivist 
perspective on organisational culture where I had recognised supeivisees and supervisors 
having responded to tacit elements within the culture (Baumard 1999: 53-54), a 
knowledge borne out o f ‘conjectural intelligence’. Thus organisational culture is 
constructed by those who share in its life, and hence my emphasis on how supervisees and 
supervisors perceived their experience at any one time.
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I had chosen not to classify the different organisational cultures but rather to isolate and 
record the characteristics as experienced by the participants. Vandenberghe and Peiro 
(1999: 569-579) outline a number of studies which have demonstrated a relationship 
between organisational value systems and their effects on work attitudes and behaviours 
(Rousseau 1990; Quinn & Spreitzer 1991; Sheridan 1992; McNeely & Meglino 1994). In 
their quantitative study they concluded that:
‘this study suggests that culture dimensions are differentially related to 
employees’ perceptions or organizational practices and processes and to their
attitudes toward the organization that employees’ reactions were
mainly explained by organizational values per se ... and by value preferences..”
(op.cit. 579)
This had coiTelated with my findings. When supervisees and supervisors had perceived 
the organisational culture to be supportive of their work they had valued and felt valued 
by the organisation (chapter 5.4) that is, an organisational fit with their own values and 
beliefs. The opposite had also been experienced (chapter 4.5). Organisational culture had 
largely been perceived and experienced as a demonstration of values which had either 
accorded with those of counselling and supervision or had been counter-cultural (see 
section 7.8). At times it had been difficult to distinguish between the organisational 
culture of the parent (host) and counselling service where one had been a sub-system of 
the other. However, at the heart of organisational supervision I had discovered a 
correlation between the perceived values and beliefs of the organisation and those of 
counsellors, supervisors and their professional bodies. As Handy (1993:191) has 
observed, ‘a fit between the two should lead to a fulfilled psychological contract, to 
satisfaction at work’ -  and vice-versa.
An inextricable part of a process of acculturation had been an intrapsychic process of 
assimilation by supervisees and supervisors. A prior condition of this process of 
assimilation, to understand thoroughly, had been the necessity to have an awareness and 
acknowledgement of the cultural influence of the organisation. Whilst all supervisors and 
supervisees had demonstrated an awareness of the differing influences of organisational 
culture, few had been able to conceptualise these. In addition, the data had also provided
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instances of supervisees who had not interpreted their reaction to the organisational 
culture other than it had been a problem. This may have been because they did not have 
the language in which to talk about this. I had sensed with three supervisees (R. 13-R15) 
from the same organisation that they had been so distressed with what had been 
happening in their organisation that they had only wanted to demonstrate then experience 
as one of frustration, and to distance themselves from the ‘unwarranted intrusion ' of the 
organisation!’
How power had been exercised had been a determining factor in how supervisees and 
supervisors had constructed their perceptions of the culture and their own sense of power. 
Proctor (2002: 138), analysing the exercise of power from structural and post-stmctural 
perspectives inthe counselling relationship, encourages counsellors to consider 
distinguishing between ‘power-over, power-from-within and power-with’. This study has 
produced a complex picture of how power had been exercised by all parties in the 
supervisory relationship. In whatever context the supervisor has a normative role (Proctor 
1995) in their exercise as the guardian of the ethics of the profession. Depending on 
supervisee age and stage of development, novice supervisees can experience this aspect of 
the supervisor’s role as potentially challenging to manage. There had been different 
examples in the study. Supervisees (R.7 and R.9) working in a voluntary counselling 
organisation and who had perceived the prevailing culture as supportive of their work, had 
expected to be monitored by the supervisor and had accepted this aspect of their role. This 
had felt like Proctor’s (2002: 93) ‘power-from-within’, ‘a positive force, incorporating 
respect for others and their individual power’. For counsellors working for or within 
workplace settings (R.1 and R2; R 13-16), the monitoring role of the supervisor had been 
experienced as the critical eye of the organisation (the ‘bad parent’), an authoritarian style 
culture. Again this had seemed to have been similar to Proctor’s (2002:37) ‘power-over’, 
that is, ‘is domination, coercive authority’.
Similarly, supervisors working externally for organisations in which they had experienced 
a conflict of values had wrestled with the relational boundaries of the organisational 
systems (see Chapter 4.5). This in turn had influenced the process of supervision as 
evidenced when supervisors had been tempted to collude with supervisees against the 
organisation (see section 4.5.3) resulting in an alienation from the organisation - a
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distortion of psychological distance within the three cornered contract (Micholt 1992; 
English 1975). I had discovered an interesting correlation between the research findings 
of Gonzalez Doupe (2001) of how supervisees in workplace cultures find protection 
against organisational pressures and the action of supervisors in similar settings acting as 
between the supervisee and the organisation against organisational pressures (see 
sections 4.4.3,4.5.3. and 5.2.3). Gozalez Doupe (2001; 14) comments:
“A core theme emerged: the workplace supei*vision group operates 
as ‘protection’ from organisational pressures; i.e. a protective boundary 
that can help workplace counsellors re-centre or refocus on their clinical 
work. Work groups of all kinds experience within-group pressures and 
struggles. The workplace supeiwision gi oup appears to have the 
additional struggle of finding a sense of balance in light of within-group 
and larger pressures impacting upon the group.”
In terms of supervisor exercise of power, all had reported to have striven to create a 
relationship o f ‘power-from-within’ where supervisees had been empowered to be self 
determining. However, supervisees in workplace settings and EAPs had reported 
examples of having experienced supervisors who at times behaved in a ‘power-over’ 
relationship which had resulted in their feelings of having been discounted and not 
understood (see section 4.3).
One of the central functions of organisational supervision had been an engaging in and 
co-creation of a flexible space and relational focus for supeiwision. A picture had 
emerged of supervisors and supervisees variously managing (assimilating and 
acculturating) the perceived positive and negative influences of different organisational 
cultures. The space had been co-created by each party so that client work could be 
explored, monitored and evaluated. Each had valued in tlie other the desire to create a safe 
space by demonstrating attitudes of being non-judgemental and empathie, and for the 
work and context to be understood. Flexibility had been possible when supervisors had 
demonstrated their ability:
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• To understand personal aspects of the supervisee
• To understand their organisational context
• To understand the variety of interventions and seiTices, and their multiple roles
• To track their professional ability (age and stage of development of counsellor) 
and respond appropriately
• To follow their learning style and encourage a widening of the repertoire of 
counselling theory and interventions
• To understand the counselling framework of the counsellor and be flexible in their 
theoretical approach (notbeing ‘purist’!) as supervisors
• To encourage them to be creative in their counselling practice
• To encourage the supervisee to think differently about their practice (see section 
5.1.4).
Supervisees had felt valued and had been valuing of their supervisors when these 
conditions had been realised. Diagram 8.1 on page 341, has been designed to give a sense 
of the complexity of the flux and flow of the supeiwisoiy field. The boundary of the 
supervisoiy field is represented as a ‘permeable boundary’ (White 1997: 38), one that 
allows an interaction between the organisational cultural influences and the supervisory 
process.
This summaiy of die research has set out to offer a sense of how a basic psychosocial 
process had been uncovered from the initial concepts to the final core category and its 
major sub-categories. I have revisited the basic conceptual elements that have contributed 
to the emergent theory expressed in the core category which is also a basic psychosocial 
process. The next section will address an answer to one of the research questions, ‘what 
implications might this have for both supervisors and supervisees in managing 
counselling supervision in organisational settings with more awareness and to greater 
effect?’
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^obal
influencesinfluences oforganisational
culture
Supervisors and Supervisees:
1 wrestling with relational boundaries
2 engaging in and co-creating a flexible space and relational focus for 
supervision
3 valuing and being valued
Figure 8.1: showing the complexity of the flux and flow of the supervisory field in 
organisational supervision
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8.3: The implications for the practice of organisational supemsion for 
supei*visees, supervisoi*s and oi^anisations
My reasons for having conducted this research had been to contribute both to the literature 
of the field of study and the practice of organisational supervision. I shall address the 
implications for the practice of organisational supervision in three sections:
• for supervisors
• for supervisees
• for organisational managers
8.3.1: Implications for supei^soi*s
Central to the research had been a lack of conceptual ability on the part of many 
supervisors to express the nature of organisational influences via an understanding of 
organisational cultuie. Handy (1993:191) had attested that ‘a culture cannot be precisely 
defined, for it is something that is perceived, something felt’. Those supervisors who had 
demonsti ated a high degree of assimilation and accultuiation to prevailing organisational 
cultures had reflected upon and had had the capacity to conceptuahse the nature of the 
influence of relevant organisational systems on counselling and supervision.
A theory of organisational counselling is a relatively recent paradigm and is still evolving. 
As CaiToll (1997: 8) observed ‘what seems to be missing from the literature is a concern 
with how each organization impacts on counselling provision... ’ Holloway (1995: 98) 
had made a similar observation about supervision -  ‘the influence of organizational 
variables has rai'ely been investigated or discussed in the professional literature’. The 
practice and understanding of both is inextricable. I would maintain that in the same way 
as organisational counselling becomes ‘integrated both conceptually and theoretically into 
organizational philosophy and practice’ (Pickard 1997: 328), a similar journey is indicated 
for organisational supervision.
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This journey needs to be driven by organisational supemsors through:
• recognising that organisational supervision requires working from a systemic rather 
than an individual perspective
• developing flexibility and ad^tability (5.2.4) and hence an appropriate degree of 
assimilation and acculturation tempered by ethical good practice(7.2)
• continuing personal and professional development (6.6) in working with hidden 
influences (unconscious processes) of organisational cultures
• developing capacities of conceptualising such influences and integrating these in the 
formative functions of supervision
• clear contracting (4.3.1 and 4.5.5) including particular attention to the psychological 
contract with organisational third parties, for example, managers and supervisees 
with regard to the roles and responsibilities of each of the parties
• the capacity to help supervisees and organisational personnel distinguish between 
clinical and operational issues
These ways of working will require a shift of mindset to recognise that the influences of 
organisational culture will become a significant rather incidental focus in the process of 
supervision. An a priori assumption will need to be made that part of the supervisor’s 
responsibility will be to both recognise, assimilate and become appropriately acculturated 
to the prevailing culture of the supeiwision setting. Not to do so may well result in a 
playing of unconscious games, to have become an unwitting victim to the hidden and 
often conflicting influences of the organisation with a resulting alienation from one of the 
parties in the supervision contract (see section 7.8). The unconscious ‘invisible client’ of 
the organisation (Pickard & Towler 2003; Hughes & Pengelly 1997) had been an ever 
present reality in the supervision room. The role of the supervisor needs to be that of 
assisting supervisees to discriminate between organisational cultural influence in turn 
influenced by social, political and economic pressure; the intrapsychic experience of all 
parties; and the interpersonal experiences of all parties in the supervisory alliance (see 
figure 1.2 on page 36).
To achieve this, supemsors will need to establish ways of contracting, and creating and 
maintaining working alliances with relevant organisational personnel with an awareness
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of the imphcations of the concept o f ‘organisation as client’ (Pickard 1997). To be able to 
conceptualise ‘what is happening in organisational supervision’ will provide a deepening 
of understanding of the influences of prevailing organisational cultures on the processes 
of counselling and hence supervision.
In the midst of a process of assimilation and acculturation supervisor and supeiwisee 
had been required to manage the often hidden and conflicting influences of organisational 
culture in order that their could be an engagement and co-creation of a flexible space 
and relational focus for supeiTision to take place. The implications from the research 
had pointed to the fact that the voice of the organisation can subtly disguise the needs of 
supervisees, especially in what they choose to present in supervision (6.2). This had often 
been experienced as conflicting and critical voices (4.4.2) in authoritarian and high 
achievement cultures. Even where the culture had been experienced largely as supportive 
both supervisees and supervisors their experience had resulted in feelings of discount and 
negativity (4.3.2 and 4.4.5). Supervisors will constantly be challenged to manage these 
tensions as they are pulled to collude with different parties in the three cornered contracts
(4.5.3).
At the heart of a co-creation of a flexible space and relational focus for supeiwision the
research had indicated the necessity of a reciprocal valuing of die climate of the 
supervisory space. This had been marked by clear contracting which had reflected the 
initial contracting with the organisation, an openness of spirit, empathy, being non- 
judgemental, an adaptation to the age and stage of development of the supervisee. These 
characteristics of the supervisory relationship had closely accorded witli the therapeutic 
‘core conditions’ of Rogers’ (1951, 1980). What had been new in this study had been the 
recognition that such attitudinal qualities had needed to be applied equally to supervisee 
and organisational third parties alike. As a process of co-creation the next sub-section will 
draw out the implications for supervisees.
8.3.2: Implications for supeiTisees
The research findings had indicated for supervisors and supervisees a process of a degree 
of assimilation and acculturation along a continuum which had varied firom denial.
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through to culture shock to partial assimilation and acculturation. Denial in this context I 
had interpreted as unawareness. For some supervisees my interviews seemed to have 
presented a first challenge to their thinking about the hidden influence of organisational 
systems on their work with the result that they had begun to recognise such influences.
For others, even acknowledging the organisational influence had seemed like a betrayal of 
their primacy of their work with clients. For those who had been aware they had 
acknowledged the eternal tension that organisational counselling and supervision had 
brought.
Eflective systemic organisational counsellors ai*e reflective counsellors who acknowledge 
and work with the systems not against them. As with supervisors, supervisees need to 
create and maintain appropriate working alliances (contracting aiTangements, especially 
the nature of psychological contracting) with significant personnel in their organisations. 
In addition they might usefully map their organisational cultures as awareness raising 
exercises to inform their practice.
In tliose contexts where supervisors are not familiar with the organisational culture and 
systems, supervisees can inform and educate them (6.4). The supervisee will usually be 
more infoimed about immediate changes (6.3) for which they may well rely on the 
external supervisor for support and understanding. In deciding how to use supervision and 
what clients and issues to present (6.2) the supervisee will continually need to be aware of 
hidden influences motivating their choices. Likewise, they will need careful monitoring 
by their supervisors in this respect.
Whilst counsellors may well be appointed to posts in organisations on the basis of their 
training, qualifications and experience as counsellors, the research had highlighted the 
importance of counsellors’ experience of working in organisations. Degrees of 
assimilation and acculturation had been discovered to have been related to an awareness 
and integration of organisational aspects of their work. The literature on developmental 
levels of the supervisee (Stoltenberg & Delworth 1987; Hess 1987 and Hawkins & Shohet 
2000) ar e chiefly characterised by personal and professional growth related to working 
with clients. Hawkins & Shohet’s (2000) levels HI and IV indicate stages characterised by 
an understanding of the client’s wider contexts. In organisational counselling and
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supervision a new situation has arisen where a supervisee might be a level III 
(journeyman) or IV (master craftsman) counsellor but a level I novice counsellor with 
respect to working systemically in organisational settings. Thus there are continuing 
professional development considerations for the supervisee in respect of integrating the 
systemic aspects of their work. The next sub-section will briefly address organisational 
implications.
8.3.3: Implications for organisations
Whilst this aspect had not been actively researched in this study the research had 
highlighted important considerations for those responsible for promoting supervision in 
organisational settings. The testimony of a clinical case manager working for a 
commercial EAP had pointed to a lack of awareness of the competency of supervisors in 
respect of assisting supervisees manage organisational aspects of their work. This in turn 
had raised questions for her about how supervisors are appointed. Again one associate 
counsellor working for a commercial EAP had reported that whilst on appointment she 
had had to provide evidence of being in supervision, this had been the extent of the EAP’s 
monitoring role.
Organisational personnel who employ supervisors need to be aware of the impact and 
consequence of a lack of choice on the part of supervisees. The research had discovered 
supervisees wrestling with the relational boundaries of supervisors who:
e had showed a lack of understanding of organisational counselling (4.3.1 )
® had showed a ‘purist’ (counselling orientation) and inflexible approach (4.3.1)
• had been tempted to collude with supervisees against the organisation (4.3.1)
• had performed multiple roles (4.3.2)
® had been an insufficient container to make the supervisory relationship safe
enough (4.3.4)
• had not recognised the developmental stage of the supervisee (4.3.5)
• had not been aware of contextual and more global influences (4.3.5)
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Supervisors likewise had been exercised in their management of supervision in 
organisational contexts by having been:
• ethically challenged by the ignorance or disinterest of the organisation in their 
work (4.5.5)
• challenged to contain the shadow side of organisational systems
• challenged by conflicting values and expectations of organisational life and culture
(4.5.3)
• expected to act as agents of control with regard to organisational outcomes (4.5.4)
However, supemsors and supervisees had valued informed and supportive professionals 
(Proctor 1997) in their contributing to a sense of psychological holding of then work. One 
counselling service professional had provided twice yearly workshops for external 
supervisors as a way of maintaining an on-going dialogue about the organisational aspects 
of supervision. I would maintain that the maintenance of this dialogue is a mutual 
responsibility between supervisor and organisation. An essential part of this ongoing 
dialogue will be to explore the nature of contracting and how to manage hidden influences 
operating as a result of the psychological contract.
There had been examples in the study where organisations had consulted with supervisors 
drawing on their expertise of clinical and practice matters. Again, I would maintain that 
the research strongly indicates the need for regular contracted contact with supervisors 
especially those working externally to organisations as a means of deepening 
understanding of differing cultures, and to negotiate the management of the relational 
boundaries between operational and clinical practices. It is in the interests of all parties in 
organisational supemsion that strong and trusting working alliances are forged in order 
for the needs of clients, counsellors, supervisor and the organisational parties to be 
sufficiently honoured within agreed ethical boundaries. This is a mighty challenge for all 
parties!
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8.4: A critical evaluation of the chosen methods and methodology
Glaser & Strauss (1967.1997: 225) state that:
“The theory that emerges from the resear cher's collection and analysis 
of qualitative data is in one sense equivalent to what he knows
systematically about his own data what is more, if he has participated
in the social life of his subject then he has been living by his 
analyses, testing them not only by observation and interview 
but also by daily living.”
This encapsulated for me the essence of the journey of my research using a Grounded 
Theory Methodology embedded as it is in the theoretical framework of symbolic 
interactionism (Glaser 1978: 94). This section will seek to critically evaluate that research 
journey. My choice of methodology had been driven by a desire to imcover a theoretical 
explanation of what happens in supervision in organisational settings. I had chosen a 
social constuctivist paradigm which had provided an appropriate fit for the research study, 
one which allowed me discover both individual related to a psychosocial process in 
organisational supervision. A social constructivist approach had been based on my belief 
that people construct meanings on the basis of locally constructed realities where 
knowledge results from subjective and inter-subjective interpretations of a dialogue with 
inquirers (Lincoln & Guba 1994). This belief had powered the research from beginning to 
end as data had been collected from interviews and focus groups, analysed, compared 
with existing theory and in pursuit of an explanation of a basic psychosocial process.
The first set of interviews in my initial sample organisation had generated data from 
supervisors and supervisees. By a process of constant comparative analysis as a way of 
generating categories from the initial concepts, and theoretical sampling which had guided 
the choice of what data to collect. The research proceeded to a point of linking categories 
resulting in the emergence of a core categoiy which had also been a psychosocial process. 
I had experienced considerable anxiety at times throughout the journey because I had 
taught two interviewees and others had been known to me working in the fields of 
counselling and supervision. My thou^ts had been I had been too close to my
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interviewees and what impact might this have on our interactions. In the event I had found 
them a rich source of data (purposeful sampling), and had carefully contracted the 
boundaries of our interactions.
I had been concerned throughout the study of my perception of the limited range and 
vaiiety of settings used for the research. However, when I had reviewed this element I had 
been reminded of a process of comparative analysis based on previous interviews.
Settings had included national workplace, prison, higher education. National Health 
Service departments, voluntary church counselling seiwice, voluntary drugs and alcohol 
agencies, youth service, and my own of two uniformed organisations, civil service, higher 
education, voluntary organisations.
I have critiqued the use of interviews, focus gi oups, use of technical and non-technical 
literature (2.6 and 2.7). In my interviews and focus groups I had endeavoured to keep in 
mind that what I had been accessing had been the remembered reconstructions of their 
experiences of what had happened for them in organisational supervision. In addition their 
experience had been ‘contextual, situational and interactional’ (Mason 1998: 400). As I 
had indicated in my section on reflexivity (3.9) I had at times been challenged by 
interviewees of my constructions of their reality. Where interviewees had quoted existing 
theory I had encouraged them to provide examples of its practical application. I had 
experienced an excitement and energy in all the interviews fuelled by both positive and 
negative experience of their supervision. On occasions I had succumbed to sharing similar 
experiences as ways of furthering the dialogue with interviewees.
I had used observations from my own practice of organisational supervision as a method 
of comparative analysis. Given the nature of the research study it would have been 
ethically inappropriate to obseiwe any interactions between supervisor and supervisee. For 
this reason I had purposefully chosen to interview and consult with two focus groups of 
supervisors and supervisees from the same organisation. This had provided an insight into 
the similar and different perceptions of their experience of organisational supervision in 
the same context.
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My appeals to the theory contained in existing literature in this study had been to 
understand, fiirther or support the emerging theory of the research study. The literature 
had largely drawn on the disciplines of counselling/psychotherapy, supervision and 
organisational studies. As indicated in my introduction (chapter 1) there had been a 
paucity of literature in the specific area of organisational supeiwision (Carroll 1998, 
Copleand 1999, Gonzalez Doupe 2001). On reflection less emphasis on existing theory 
could have been beneficial.
Chenitz and Swanson (1986: 13) suggest that reliability (dependability of Guba 1981a) in 
Grounded Theory is determined by an answer to the question, Tf I apply this theory to a 
similar situation will it work, that is, allow to interpret, understand, and predict the 
phenomena?’ Whilst I have not conducted that further research, my conclusions are that 
the theory of ‘assimilating and accultuiating’ in other given social settings have a 
transferability in the fields of counselling, coaching, training etc. I am persuaded that the 
theory which has emerged is consistent with existing theory and that it shares a unifying 
trait in bringing together many aspects of existing theory. Triangulation of data provided 
by my own observation, focus group consultation negative case analysis and interviews 
with managers of organisational contexts, have indicated a robustness of credibility. I 
would concur with McLeod (2003: 89):
“Grounded Theory is an atheoretical and ahistorical method. It produces 
pragmatic frameworks for understanding -  categories and processual 
models that are effective in specific contexts”.
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8.5: Further research
This final section will address the question of how to further this research study.
« As the research had been confined to explaining what had happened in
organisational supervision in one-to-one configurations further studies in group 
settings could usefully explicate tliis phenomenon
» The findings lend argument to further research being conducted for supervision 
with similar helping processes, for example, coaching, mentoring, counselling and 
training
e Because there had only been one organisation who had specifically focussed on 
ethnic populations further studies are needed to explicate possible connections 
between acculturation between races related to the experiences of organisational 
supervisors
® Organisational managers who promote counselling and supervision services had 
not been specifically targeted in this research. Since they do play a significant part 
in the quality of the process of organisational supervision, a study which examined 
their perceptions of the meaning and practice of organisational supervision could 
be critical in initial contracting and effective implementation of supervision 
services. In addition there is a research gap in explaining what happens as a result 
of the influence of organisational supervision on the different systems of the 
organisation -  the significance of a feedback loop.
Word Count; approx. 96,000
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